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GOVERNMENT THAT WORKS

OPPORTUNITIES FOR CHANGE
The Report of the Hopewell Valley Regional School District Review Team

New Jerseyans deserve the best government their tax dollars can provide. Governor Whitman is
committed to making State Government leaner, smarter and more responsve by bringing a
common sense approach to the way government does business. It means taxpayers should get a
dollar's worth of service for every dollar they send to government, whether it goes to Trenton,
ther loca town hal or school board. Government on dl levels mugt stop thinking that money is
the solution to their problems and start examining how they spend the money they now have. It
istime for government to do something different.

Of mgor concern is the risng cost of locd government. There is no doubt that locd government
costs and the property taxes that pay for them have been risng steadily over the past decade.
Prior to Governor Whitman's teking office in 1994, the State had never worked as closdly with
towns to examine what is behind those coss. Tha is why she created the Locd Government
Budget Review (LGBR) program. Its misson is smple to help loca governments and school
boards find savings and efficiencies without compromising the delivery of services to the public.

The LGBR program utilizes an innovetive approach, combining the expertise of professonas
primaily from the Depatments of Treasury, Community Affars and Educetion, with team
leaders who are experienced local government managers. In effect, it gives locd governments a
comprehensive management review and consulting service by the State a no cost.  To find those
“codt drivers’ in local government, teams review al aspects of local government operation,
looking for ways to improve efficiency and reduce costs.

In addition, teams aso document those State regulations and mandates which place burdens on
locd governments without vaue added benefits and suggest, on behdf of locd officids, which
ones should be modified or diminated. Teams aso look for “best practices’ and innovative
ideas that deserve recognition and that other communities may want to emulate.

Based upon the dramatic success of the program and the number of requests for review services,
in y, 1997, Governor Whitman ordered the expanson of the program, tripling its number of
teams, in an effort to reech more communities and school didricts  The ultimate god is to
provide assgtance to loca government that results in meaningful property tax rdief to the
citizens of New Jersey.



THE REVIEW PROCESS

In order for a community or school didrict to paticipate in the Locd Government Budget
Review (LGBR) program, a mgority of the eected officids must request the help of the review
team through a public resolution. There is a practicd reason for this to participate, the
governing body must agree to make dl personnd and records available to the review team, and
to agree to an open public presentation of the review team’ s findings and recommendations.

As a pat of the review of the Hopewdl Vadley Regiond School Didrict, review team members
interviewed board of education members, centra office and school adminigtrators, supervisors,
teachers, district employees, parents, association officers, loca dected and agppointed borough
and township officids, county and date education personnd and community members.
Approximately 90 individuds were interviewed in dl. In generd, the review team received full
cooperation from the dected officids interim superintendent, business adminigrator, district
daff members, community members and dl others interviewed. That cooperation and assstance
was testament to the willingness on the part of most to embrace recommendations for change. It
is with the cooperative oirit exhibited by the people of Hopewel Vdley that the review team
anticipates most to accept its findings and recommendations. Those officias and employees who
remain skeptical of the need for change or improvement will present a sgnificant chalenge for
those committed to embracing the recommendations outlined in this report. It was a pleasure to
work with the people of Hopewell VValey.

Team members examined various documents including budget statements, audit reports, amnud
financid datements (CAFR), collective bargaining agreements, state report card, payroll records,
personnd contracts, vendor and account analyses, purchase orders, board policies and meeting
agenda and minutes, long range plans and numerous other appropriate documents. The review
teamn physcaly vidted al school dtes and observed work procedures throughout the system.
Team members observed board of education meetings and other meetings during the term of its
fidd-work aswdll.

Where possible, the potentid financid impact of an issue or recommendation is provided in this
report. The recommendations do not al have a direct or immediate impact on the budget or tax
rate. These edtimates have been developed in an effort to provide the digtrict with an indication
of the potentid magnitude of each issue and the savings, or codt, to the community. We
recognize that al of these recommendations can not be accomplished immediatdy and some of
the savings will occur only in the fird year. Many of the suggestions will require negotiations
through the collective bargaining process. We bdieve the edimates are conservative and
achievable.

In addition to the Findings and Recommendations section, this report contains three sections
entitted Best Practices, Shared Services and Statutory and Regulatory Reform. Best Practices
identifies areas that the didrict does exceptiondly well and cost effectivdly that may be
replicated by other school didtricts. Shared Services identifies and suggests areas where shared
service opportunities may result in savings. Statutory and Regulatory Reform indicates aress



brought to the atention of the team by locd officids and employees where date laws and rules
may cause inefficiencies and where change is recommended.



LOCAL GOVERNMENT BUDGET REVIEW
EXECUTIVE SUMMARY
HOPEWELL VALLEY REGIONAL SCHOOL DISTRICT

The Locd Government Budget Review (LGBR) unit of the New Jersey Depatment of Treasury
conducted an extensve sudy of the Hopewdl Valey Regiond School Didrict at the request of
the Hopewdl Vdley Regiond Boad of Education. Some 31 areas with 43 sub topics were
reviewed and recommendations were made for cost savings and/or manageria reform.  Seven
areas were sdected to be recognized as best practices with others being commended in the
findings. Six areas were listed as possible State regulatory or statutory reform.

Following is an executive summary of the findings and recommendations and dollar savings, as
appropriate:

1. Benchmarking/ Comparative Analyses

Statigicd data of school didricts comparable to Hopewdl Valey Regiond School Didrict is
provided as a basis for making many of the recommendations.

2. Organization / Adminigtration

Ovedl, the didrict is gppropriately staffed adminidratively. There is need for some redignment
of adminidrative doaff responghilities. Congderation should be given to providing
adminidrative asssance to Hopewell Elementary School with its growing enrollment.

3. Board Member Réelations

Clearly defined policies and board member traning are needed regarding the roles and
responsibilities of board members. The Board should seek the assstance of the New Jersey
School Boards' Association, which provides workshops on these topics.

4. Busness Office

A dudy of the functions and efficiency of the didrict’'s busness office indicates a need for
redignment of responghilities cross traning of job functions, crestion of office procedurd
manuds, intendve technology training on software dready in place and the reduction of one
position, which could save $34,000.

5. Purchasng

Inefficiencies were found in the processing of purchase orders. The purchasing department
needs to resolve open purchase orders dating back to 1996-97 and must inditute pre-numbered
purchase orders as directed in NJ Department of Education monitoring and as recommended by
auditors. A productivity enhancement of $9466 can be accomplished by following
recommendations.



6. Credit Cards
It is recommended that the district discontinue the use of its credit card account.
7. Bidding and Contracts

Savings can be redized through more active participation in cooperative purchasng groups. An
example using the purchase of natura gas was given illugtrating potentid savings of $16,391.

8. Payroall

The current system, with various offices tracking atendance and other personnd functions that
impact upon payrall, is inefficient. Streamlining the processes and using exiging technology
would improve accuracy and result in productivity savings.

9. Budgeting

The process of budget preparation needs to be revised and a system developed which is
conggtent among al the schools in the didtrict.

10. Surplus

The didrict needs to increase and maintain its surplus amount to a 35 % levd. This can be
accomplished through better budgeting procedures and management.

11. Cash Management

A number of items were examined in the area of cash management. RFPs for banking services,
improved invesment drategies, consolidation of accounts into higher interest-bearing ones,
diminaing use of hand drawn checks except in emergencies, reducing trandfers, and other
management srategies would result in efficency and savings.  Interest earnings could increase
by $35,000.

12. Inventory

Implementation of exigting board policy to maintain a current inventory is recommended.

13. Photocopiers

Changing from leasng copiers to cost per copy contracts and reducing the number of
photocopiers could result in savings totaling $103,850.



14. Collective Negotiations Agreements

The dx barganing agreements the board has with various employee bargaining groups contan
provisons that are cogtly, and may be conddered extravagant, when compared with state norms.
Congderation should be made to diminate some of these in future negotiations. A potentid tota
savings in excess of $102,500 could be redized.

15. Insurance

A number of adjusments to hedth benefits provisons and management of these could save up to
$224,370. Some changes would have to be negotiated with employee groups and insurance
cariers.

16. Hiring Practices

A number of personnd office procedures, including recruitment, contracting, hiring practices and
record keeping, were reviewed. The team recommended establishing clear hiring guiddines,
generating an employee handbook, meking use of technology and developing drategies to
address sck leave abuse. A value-added enhancement of adding a human resource specidist
would cost about $45,000.

17. Contracted Services

The board should explore opportunities to save by seeking RFPs for competitive pricing of its
contracted service providers. Current contracts should be on file and available in the didrict
office.

18. Saffing

It is recommended that a study of the most effective use of teachers schedules, teacher
assgants, subject supervisors and head teachers be conducted by the board. The review team
feds that a saving totding nearly $170,000 can be achieved through equitable scheduling, Staff
resssignments and reductions in Saff.

19. Management Information Systems

Better use of technology, reorganization of exising daf to incdude additiond technicd
personnd, computer inventory, more efficient purchasng, including cooperative group buying,
and other adjustments to current practices will result in savings. A vadue-added cost of $70,000
for additiona techniciansisincluded.

20. Communications

Some $9,000 can be saved through centralizing pagers to a single plan for the didtrict, rather than
afragmented one, diminating cell phones,



and changing the long distance provider.
21. Food Service

A reduction of the board's subsdy, a change in vending machine control and other minor
adjustments to the enterprise fund operationsis recommended to effect savings.

22. Custodial Services

Competitive contracting is recommended for custodid and mantenance services. A saving of
agoproximatdy $392,375 could be achieved by privatizing custodid services  An optiond
proposd was made, resulting in a saving of $94,152, recommending the reduction of the number
of custodians.

23. Trangportation

More efficient routing and ridership to reduce 12 bus routes, imination of courtesy busng and
initiating subscription busng and cooperative contracting for specid education  out-of-didrict
transportation would result in savings of over $380,000.

24. Facilities

The team recommends adherence to the didricts Five Year Maintenance Pan, better
management of didrict facilities to provide much needed storage space and increased fees for
facility use to increase efficiency, improve planning and offset operationd cods.

25. Special Education

The didrict is making podtive moves to return out-of-digrict placements and establish their own
classes. Continuing this trend and other related actions in the specid education areas could result
in savings totaling $466,620.

26. Driver Education

The digtrict needs to log al related expenses of the driver education program to determine true
and accurate cogts and to determine whether it is self-suganing.

27. Child CarePrograms
A nomind fee should be charged for children participating in the high school child care course /

program to offset program costs. A revenue of $6,750 could be redlized for a $5 per day per
child contribution.



28. Shared Services

The didrict has made an attempt a initiging and participating in shared service opportunities.
The locd municipd governments have expressed a willingness to cooperate and there are a
number of school didrict cooperatives and consortiums in which the district could participate
more fully. There ae tremendous opportunities for substantid savings for the taxpayers in
Hopewd| Valey if dl of ther eected bodies worked cooperatively. The LGBR dgrongly
supports the concept of shared services.






Photocopiers $103,850

Special Education $446,620
Transportation $380,156
Custodial Services $94,152
Other $83,401

Negotiable Savings $496,870
Budget $26,482,546

Savings $1,128,179
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$466,620 $9,466
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$94,152  $35,000
$1,044,778  $(45,000)
$70,000
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$17,894
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Collective Bargaining Agreements
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Insurance

Hiring Practices

Saffing

Management Information System
Communications

Food Services

Custodid Services
Transportation

Facilities

Specia Education

Child Care Program

Total Potential for Savings
* $496,870 not included in savings of $1,128,179.
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COMMUNITY OVERVIEW

The Hopewdl Vdley Regiond School Didrict is comprised of the hisoric communities of
Hopewdl Borough, Pennington Borough and Hopewel Township. Hopewdl Vadley
encompasses  gpproximately 60 squares miles.  Hopewell Township is the largest area, 58.1
square miles, Hopewdl Borough is 0.7 square miles and Pennington is one (1) square mile in
area.

From written accounts of the history of Mercer County the two boroughs are “historic origind,
disgant crossroads in the area that are now nearly fully developed with very little undeveloped
land”  They ae chaming, beautiful, resdentid communities undergoing a trangtion to
revitdized busness communities, with a younger generation moving into the older homes. They
ae working to mantan ther cham and character, while smultaneoudy providing modern
municipa sarvices and excdlent schools.

Hopewdl Township is a mix of the naurd beauty of rurd rolling hills and farmlands which
border the Delaware River a Washington's Crossing, and growing resdentid developments and
corporate offices.

Hopewd| Vdley is idedly located in Mercer County in centrd New Jersgy, just minutes north of
Trenton. It is about an hour from Philaddphia and 90 minutes from New York City. Interdtate
route 95 borders the valey to the south and the busy highways of routes 31, 29 and 206 bisect
the valey. Nearby are Princeton University, The College of New Jersey, Rider University and
Mercer County College. Rutgers Universty is just 45 minutes avay. The conveniences, beauty
and higtoric tradition make this an atractive areain which to resde.

The population of the three communities totaled nearly 16,000 in 1990 and 17,000 in 1994, a
growth of over six percent (6%) according to the July, 1997 New Jersey Legidative Didrict Data
Book. The schools have reflected this same rate of growth, which is expected to continue. The
population is predominately white, with a totd minority population of about sx percent. Nearly
12% are age 65 and older. About haf of the adult populaion are college graduates and over
85% reside in owner occupied homes. The average residentia vaue is over $200,000.

The Hopewell Valey Regiond School Didrict was established on July 1, 1965. The didrict
condsts of five schools Bear Tavern Elementary School in Hopewel Township with 712
dudents, Toll Gae Elementary School in Pennington with 405 sudents, Hopewdl Elementary
School in Hopewdl with 508 gudents, Timberlane Middle School with 798 and Hopewdll
Vdley Centrd High School with 859 gdudents  The dementary schools contain grades
kindergarten through grade five, the middle school grades six through eight, and grades nine
through twelve attend the high school. The tota enrollment of the didrict a the close of the
1997-98 school year was 3,282 students. The district employs approximately 453 full and part
time contractua employees.



|. BEST PRACTICES

A very important pat of each Locd Government Budget Review (LGBR) report is the Best
Practices section. During the course of every review, each review team identifies procedures,
programs and practices, which are noteworthy and deserving of recognition. Best practices are
presented to encourage replication in communities and school digtricts throughout the state. By
implementing these practices, municipdities and school didricts can bendfit from the LGBR
process and possibly save considerable expense on their own.

The Hopewell Vdley Regiond School Didrict has endeavored to seek out, adopt, and implement
programs and activities which would, not only enhance its offerings and services, but would aso
be cost effective.

Just as we are not able to identify every area of potentid cost savings, the review team cannot
cite every area of effective effort. The following are those best practices recognized by the team
for their cost and/or service ddivery effectiveness.

Volunteerism

The digtrict has had ggnificant success in the amount of volunteer service rendered in its schools
to assst and work with its gaff to help assure students a well rounded educational program and
supportive activities. During the 1997-98 school year, substantidly more than 6,000 hours of
volunteer services were provided for a wide variety of programs and activities, ranging from
assiding as chaperones on extended trips to being tutors for students exhibiting a need for such
services.

Foundations, Grants, PTO Contributionsand Community Support

Each school has an active and very supportive PTO, which provided financid assstance to
enable it to meet certain specific needs. This assstance may be in the form of subsdies for some
equipment, materids and supplies that daff is unable to get through the regular budgetary
process, or to promote a mgor project such as the Toll Gale Grammar Elementary School
playground which cost nearly $65,000, or money to supplement the cost of various activities to
endble dl dudents to paticipate in spite of persond financid limitations  The Timberlane
School PTA budget for 1998-99 done, for example, is $19,200 to provide students with
activities, assemblies and field trips, teachers with grants for speciad projects, $5 per student for
school use, equipment for the building and miscellaneous needs.

Over a period of time the individua schools have developed rdationships with loca businesses
which have contributed funds and services to enhance the schools programs. Demondrating a
beief in the community’s sudents and a firm commitment to supporting the didrict’s
educational programs, the most prominent and consstent contributor is the Pennington Market.
This busness hdps by providing employment opportunities for sudents, ading sudents
financidly s0 they can paticipate in some activities giving money for specific fund rasng
events, and helping through various other contributions supporting school activities.



There has been consderable support for the Hopewell Valey Foundation over the past four
years. There have been career days, community science fairs, an arts fedivd, and computer
contributions, as wdl as other activities to raise funds to support the foundation. A mgor
pharmaceuticd firm made a large donation of furniture. Loca univerdties dso assig the didrict
inthe area of saff development.

Health Benefits Cost Sharing

The didrict has had a practice of hedth benefits cost sharing with its employees for seven years
a a rate of five percent of the cost of services requested. Fortune 500 companies have been
passng on some of the burden of the mgs of hedth benefits to their employees and most of the
public sector employees believe themselves to be immune to these dements of the corporate
world. Hedth benefits cods have been escdatiing a a higher rate than inflation for the past
decade. In order to keep school budgets under control, districts need to use various means such
as cost sharing and keeping a vigilant eye upon the marketplace as wel as keeping up with
redigic deductibles and co-pays. The teachers in this didtrict recognize the costs of these
benefits and contribute a portion toward those costs. Recent negotiations resulted in increased
contributions and co-pays.

Pre-Kindergarten Special Education Class
The didtrict took various actions in creating a pre-kindergarten specid education class and the
return of out-of-digtrict placed students resulting in savings of over $100,000.

Spectrum

The didrict has implemented a very comprehensve enrichment program cdled “Spectrum” to
enhance the educationd offerings in grades two through five. The uniqueness of the program is
its three levels (Types I, Il and IlI), which were phased in over a three year period, and in the
induson of dl children. The firg levd, Type I, involves full dass paticipaion in activities
such as fidd trips and lectures. The second, Type Il, may be whole class or group activities
involving “how-to skills’.  Type IIl activities which include approximately 120 children, alows
individuads or smdl groups of students to pursue specific invedtigative projects in kegping with
each dudent's specid interests, credtive taents, commitment and abilities.  Unlike other “gifted
and tdented” programs, Spectrum provides enrichment and chdlenge to dl children, rather than
asdected few.

The review team had an opportunity to vigt a Type Il Spectrum far where students could
exhibit and explan ther projects  This gave dudents an opportunity for exposure and
recognition for their extra efforts.

In addition to the three levels, Spectrum offers advanced math to high achieving students, some
mini courses, enrichment clugters that children can choose, academic choice time and the Junior
Great Books Program for grade 3 - 5 advanced readers.

A drength of the program is the volunteers who help run and supervise many of the activities
and the some 67 mentors who work with and advise children with specidty areas and projects.
This is quite cog effective for it dlows for expandgon of the program, incluson of activities that



could not be provided without the expertise and talents of the mentors and volunteers, and the
fact that additiona staff do not have to be employed to provide the Spectrum program.

Rental of Space

The didrict generates income by rentd of space to two after school and pre-school care
programs.  Some $18,600 is raised from the two programs, which provide a service to parents of
the community. An additiond $4,375 is earned from the rentd of gymnasum space in the
adminidration building (formerly a school) to the YMCA for its activities and programs.

Communications

The digrict and individuad schools provide each student with handbooks that provide significant
information about rules and procedures, behavior and attendance policies, grading procedures
and reporting dates, curricular and extracurricular offerings, services and daff directories and
cdendars of school dates and events. This provides not only pertinent information but a ready
reference in each home to what parents and students need to know. It dso avoids the need for
many phone cals and miscommunication because someone “didn’t know”.



[I. OPPORTUNITIESFOR CHANGE/FINDINGSAND RECOMMENDATIONS

The purpose of this section of the report is to identify opportunities for change and to make
recommendations that will result in more efficient operations and financid savings to the school
digtrict and its taxpayers.

In its study, the review team found that the district makes a conscious effort to control costs and
to explore areas of cogt saving efficiencies in its operations. Some of these are identified in the
Best Practices section of this report. Others will be noted as gppropriate in the findings to
follow. The didrict is to be commended for its efforts. The review team did find aress where
additionad savings could be generated and has made recommendations for change that will result
in reduced cost or increased revenue.

Where possble, a dollar vaue has been assgned to each recommendation to provide a measure
of importance or magnitude of cost savings. The time it will take to implement each
recommendation will vary. It is not possble to expect the tota projected savings to be achieved
in a short period of time. Neverthdess, the totd savings and revenue enhancements should be
viewed as an dtanable goa. The impact will be reflected in the immediate budget, future
budgets, and the tax rate(s). Some recommendations may be subject to collective bargaining
condderations and, therefore, may not be implemented until the next round of negotiations. The
total savings will lead to a reduction in tax rates resulting from improvements in budgeting, cash
management, cost control and revenue enhancement.

While it is noted that the team received full cooperaion and was postively received by the
school personnel, board of education and community, it must aso be noted that in the
examination of didrict files and documents, much of the maerid requested was ether missng,
incomplete, outdated, difficult to locate, or not avalable a al. Record keeping and organization
of files are major weaknesses and need to be addressed by the district. Use of technology,
particularly of that aready available in the didtrict, is dso inadequate and must be addressed as
wall.

COMPARATIVE ANALYSES

Many of the recommendations are made based upon comparative analyses usng New Jersey
Depatment of Education data in comparison with didricts of smilar sze, configuraion and
demographics. Comparisons of this nature are valuable for the purposes of this report. The
Department of Education (DOE) does not intend these to be used by the didrict to gauge
adequacy or efficiency. Other data sources are used such as various date agencies, date
education associations, publications and private industry.  School digtricts used for comparison
with Hopewel Vadley Regiond include Princeton, Lawrence, Montville and Moorestown, and
kindergarten to grade 12 didtricts in the state with enrollments between 1,801 and 3,500 students
(71 School digtricts). The charts that follow illustrate much of the data used.



A comprehengve examination of the comparative data reveds various areas of highs and lows in
costs when compared with other didricts A key feature of the first chart, which compares
revenues and expenditures based upon the digtricts audits and Comprehensve Annud Financid
Report (CAFR), is the comparison of data from other digtricts extrgpolated to Hopewel Valey
Regiond’s (HVR) enrollments.  This reflects what costs would be if al had the same number of
students.

A quick review of these figures & HVR's enrollments (bold face type) shows that, overdl,
Hopewd| Valey spends less per pupil than do the other didricts in most large summary
caegories.  Though less than one million dollars separates HVR in totd indructiond costs from
the didricts of Lawrence, Montville and Moorestown, Hopewdl Valey spends nearly $3.4
million less than Princeton. Only the didrict of Moorestown spends less for totd adminidtrative
coss. Hopewdl Valey dso spends the least for pupil support services. The tota cost per
gudent in Hopewd| Vdley Regiond was $8,956 in 1996-97 as compared with a high in this
grouping of didtricts in Princeton of $11,293. Lawrence spent $9,012 per pupil, Moorestown
spent $9,338 and Montville $9,370 per pupil.

In the New Jersey Depatment of Education's Comparative Spending Guide (March, 1998
edition) Hopewdl Vdley is compared with 75 didricts with a K-12 configuraion with
enrollments between 1,801 and 3,500 students. These digtricts are ranked in per pupil costs from
low cost (#1) to high cogt (#75). A ranking of above 38 would reflect a higher cost than the
midpoint and a ranking of lower than 37 would reflect costs below the midpoint of the 75
digricts. An examination of the second chart reflects HVR's standing when compared with the
75 like enrollment / grade configuration digtricts.

Hopewdl Valey Regiond ranks from a low of 15" in generd suppliesitexts and in median
teacher sdary to a high of 61% in purchased services in the categories sdected for the chart.
Areas of adminigrative and operaiongmaintenance codts are shown to be dightly higher in rank
than the state midpoint, while most other aress are dightly below the midpoint in costs rankings.
In the tota cost per pupil indicator (this excludes codts that are not common to al didricts, such
as fadlities acquistion and condruction services), HVR 1997-1998 budgeted cost was $7,578
per pupil, ranking 32", Princeton was high in the comparable districts a $10,580 per pupil,
ranking 70", Moorestown budgeted $7,615, ranking 34" while Lawrence budgeted $7,866 and
Montville budgeted $7,811, ranking 40™ in per pupil spending.

In the vitd datidics section of the Depatment of Education Spending Guide, it is noted that
Hopewel Vdley received 7% of its revenue from the date, 88% from locd taxes, 1% from
federd funds, 2% from use of fund balance and 2% from other sources.

The third chart in this comparaive series compares digtrict demographic data with the sdected
comparable didricts. A view of this chart illudrates the didricts are dike in many aspects.
Differences are reflected in number of employees and in faculty/student ratio.  The number of
sudents per employee ranges from a low of 6.8:1 in Princeton to a high of 82:1 in Montville
HVR has a ratio of 7.3:1 sudents to employee. Faculty to student ratio reflect comparable
ranges with HVR being on the low dde with generdly fewer sudents per faculty. The date



average faculty/student ratios according to the state report card data are 1:14.2 for dementary
and middle schools and 1:11.7 for high schools.



Comparison of Revenues and Expenditures
Based on Audit Report as of June 30, 1997 (Comprehensive Annual Financial Report)

Revenues

Local Tax Levy

State Aid

Federal Aid

Other

Total Rev. (All Funds)

Regular Program - Inst.
Special Education

Basic Skills-Remedial
Bilingual Education
Sponsored Cocurr. Activit.
Sponsored Athletics
Other Instruction Program
Other Instruction Program
Community Services Prog.
Total Instructional Cost

Undistributed Exp. - Ins.

Total Instr. $$
At Hopewell's enroll.*

General Administration
School Administration
Total Administration Cost

Total Administration $$
At Hopewell/s enroll.*

Food Service

Health Service

Attend.& Soc. Work Serv.
Other Support Service
Other - Imp. of Inst. Sev.
Media Serv./Sch. Library
Operation of Plant
Business & Other Sup.Ser.
Total Support Services

Total Support $$
At Hopewell's enroll.*

TPAF Pension

Reimb. TPAF SS Contrib.
Transportation

Capital Outlay

Special Schools

Total Gen. Fund Expend.

# of Students —June 30, 1997
Per Student Rates

Inst.Cost Per Student

Admin. Cost Per Student

Hopewell

25,804,076
3,304,976
240,392
1,106,254
30,455,698

10,986,867
1,166,586
201,240
12,920

100,506
325,778

12,793,897

963,660

12,793,897
12,793,897

576,385
1,216,527
1,792,912

1,792,912
1,792,912

12,000
308,785

1,567,132
600,241

2,531,615
2,899,736
7,919,509

7,919,509
7,919,509

393,758
968,774
1,869,777
631,384
62,529
27,396,200
3,059

4,182
586

84.7%
10.9%
0.8%
3.6%

40.1%
4.3%
0.7%
0.0%
0.0%
0.4%
1.2%
0.0%
0.0%

46.7%

3.5%

2.1%
4.4%
6.5%

0.0%
1.1%
0.0%
5.7%
2.2%
0.0%
9.2%
10.6%
28.9%

6.8%
2.3%
0.2%

Princeton Lawrence
28,474,551 81.2% 29,595,221 78.8%
4,472,216 12.7% 5,379,818 14.3%
455,378 1.3% 504,355 1.3%
1,680,816 4.8% 2,060,080 5.5%
35,082,961 37,539,474
12,202,854 36.2% 12,141,920 34.9%
1,829,124 5.4% 2,366,781 6.8%
425,774 1.3% 881,793 2.5%
647,861 1.9% 282,378 0.8%
0.0% - 0.0%
45971 0.1% 142,364 0.4%
495,555 1.5% 366,908 1.1%
128,976 0.4% - 0.0%
- 0.0% 8,085 0.0%
15,776,115 46.8% 16,190,229 46.5%
1,360,216 4.0% 1,728,177 5.0%
15,776,115 16,190,229
16,161,800 12,830,547
672,731 2.0% 1,021,030 2.9%
1,325,764 3.9% 1,607,952 4.6%
1,998,495 5.9% 2,628,982 7.6%
1,998,495 2,628,982
2,047,353 2,083,434
138,495 0.4% 120,267 0.3%
263,756 0.8% 477,414 1.4%
27,868 0.1% 45,625 0.1%
1,712,040 5.1% 1,690,619 4.9%
672,587 2.0% 693,521 2.0%
622,572 1.8% 549,573 1.6%
3,138,054 9.3% 3,068,727 8.8%
3,877,669 11.5% 4,026,621 11.6%
10,453,041 31.0% 10,672,367 30.7%
10,453,041 10,672,367
10,708,591 8,457,713
512,384 545,921
1,193,881 1,325,490
1,154,792 3.4% 1,693,733 4.9%
1,272,086 3.8% - 0.0%
- 0.0% - 0.0%
33,721,010 34,784,899
2,986 3,860
5,283 4,194
669 681

Montville

26,476,314
3,418,578
211,072
984,853
31,090,817

11,292,122
1,307,793
203,934
98,644

147,851
433,476

13,483,820

910,336

13,483,820
13,554,718

701,874
1,223,470
1,925,344

1,925,344
1,935,467

354,286
1,274,021
561,324
423,941
2,643,302
3,079,624
8,336,498

8,336,498
8,380,331

460,103
1,083,792
1,573,134

739,395

28,512,422
3,043

4,431
633

85.2%
11.0%
0.7%
3.2%

39.6%
4.6%
0.7%
0.3%
0.0%
0.5%
1.5%
0.0%
0.0%

47.3%

3.2%

2.5%
4.3%
6.8%

0.0%
1.2%
0.0%
4.5%
2.0%
1.5%
9.3%
10.8%
29.2%

5.5%
2.6%
0.0%

Moorestown
24,506,266 80.2%
3,493,052 11.4%
532,150 1.7%
2,028,123 6.6%
30,559,591
10,237,806 36.9%
1,885,600 6.8%
297,924 1.1%
38,023 0.1%
- 0.0%
145,466 0.5%
452,850 1.6%
- 0.0%
- 0.0%
13,057,669 47.1%
1,312,564 4.7%
13,057,669
13,448,959
426,338 1.5%
1,107,337 4.0%
1,533,675 5.5%
1,533,675
1,579,634
- 0.0%
286,185 1.0%
- 0.0%
1,451,718 5.2%
559,461 2.0%
508,028 1.8%
2,215,421 8.0%
3,388,773 12.2%
8,409,586 30.3%
8,409,586
8,661,590
416,515
980,854
977,965 3.5%
970,542 3.5%
74,039 0.3%
27,733,409
2,970
4,397
516



Supp.Serv. Cost Per Student
Total G.Fund Cost Per Stud.

2,589
8,956

Source: School district's 1996-7 CAFR
* At Hopewell's Enroliment means taking total costs of category divided by the # of students for that school times Hopewell's
Enrollment to arrive at an equalized expense level.

Ranked Low Cost to High Cost

Cost Per Pupil

Classroom Instruction
Classroom Salaries & Benefits
General Supplies & Textbook
Purchased Services & Other
Support Services

Support Serv. Salaries & Benefits
Total Administrative Cost
Salaries & Benefits for Admin.
Operations & Maint.

Sal. & Benefits for Operat./Maint.
Food Service

Extracurricular Cost

Median Teacher Salary

Median Support Service Salary
Median Administrator Salary

Ranked High Ratio to Low
Student/Administrator Ratio
Faculty/Administrator Ratio

Source -1998 N.J.D.O.E. Comparative Spending Guide

1994-95

Actual Ranking

$7,040
$4,167
$3,977
$175
$15
$661
$579
$1,133
$922
$854
$444
$14
$167

Based on Audit Report and Report Cards

Asof June 30, 1997

Description
County
District Type
Grades
District Factor Group
Cert Employees
Other Employees
Total Employees
Square Miles
Number of Schools
Elementary
Middle
High School
Intermediate
Total Schools

Student Enroll. (96-97)*

Hopewell
Mercer

Il
K-12
|
237
182
419
60

OO RFr PFPW

3,059

27
25
24
44
14
30
23
47
50
26
28
15
23

3,501
11,293

1995-96
Actual

$7,265
$4,330
$4,121
$152
$57
$695
$611
$1,204
$932
$822
$447
$5

$163
$46,900
$54,645
$76,200

159.8:1
131

2,765
9,012

COMPARATIVE SPENDING GUIDE DATA 1994 - 1998

Ranking

30
24
24
29
46
33
27
65
55
24
30
12
24
26
43
25

28
28

School Data Comparison

Princeton
Mercer

I
K-12
I
260.6
173
433.6
28

OO kR kPN

2,988

Lawrnce
Mercer

Il
K-12
I
360
174
534
21.9

Nk R e

3,860

2,740
9,370

1996-97

Budget Ranking

$7,248
$4,474
$4,225
$168
$81
$672
$586
$1,071
$848
$869
$457

$4

$149
$50,300
$55,530
$80,760

165:1
13.1:1

Montville
Morris
1]
K-12
|
309
60
369
18.85

~NOo R R, W’

3,043

27
25
26
34
57
24
22
47
37
37
36
7
14
33
41
34

27
30

2,832
9,338

1997-98
Budget

$7,578
$4,547
$4,304
$153
$90
$826
$701
$1,059
$874
$954
$489

$-
$179
$45,000
$56,800
$83,782

166.6:1
13.7:1

Morrestown

Burlington
Il
K-12
|
255
138
393
111.7

OO Fr PFP®

2,970

Ranking

32
26
26
15
61
24
21
46
43
41
39
25
15
48
35

30
29



Teacher/Student Ratio

Elementary 1:16.8 1:14
Middle School 1:13.4 1:12
High School 1:11 1:13
Intermediate N/A N/A

*C.A.F.R. Miscellaneous Statistics June 30, 1997 if mandated
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1:20.4
1:23.7
1:20.7
1:24.8

1:18
1:12
1:16
N/A

1:.15.8
1.14.7
1:13
N/A



ORGANIZATION/ADMINSTRATION

The digtrict is governed by an eected nine-member board of education. Its primary functions are
to operate as a policy making body, to oversee the fiduciary operations of the digtrict and to carry
out those functions as prescribed in Title 18A. Contracted support services of an auditor,
atorney, and treasurer of school moneys provide resources and independent assstance to the
Board.

The adminidrative organization of the didrict condsts of a centrd office under the direction of
the Superintendent of Schools. During the term of the LGBR review, the district operated under
an acting superintendent, the assgant superintendent for curriculum and ingruction, following
the recent resgnation of the superintendent. The job respongbilities of the assgtant’'s office
were digributed to others on an interim basis until the postion of superintendent is permanently
filled. This arangement met the didrict’'s short-term operationd needs very adequately under
capable leadership and board / staff cooperation and support. It did, however, leave a minor void
in the review process when there was need for information that would only be known by the
Superintendent.

The circumstances of the Superintendent leaving the digtrict were under investigation & the time
of thisreview and, thuswill not be part of this report.

Organizationdly, dso saving in the centrd office is the Busness Adminigrator/Board
Secretary, Assgant Superintendent for Curriculum and Ingruction, and Director of Pupil
Services, dong with their support gaffs.  An andyss of these offices is contained in sections of
the report to follow.

Additiondly, there is a Director of Mantenance/Trangportation.  The didrict has saved
considerably by combining the functions of these two operations under one director and office,

The didrict condgts of five schools, Centrd High School, Timberlane Middle School, Bear
Tavern Elementary School, Toll Gate Elementary School and Hopewel Elementary School. A
principd and two assdant principas adminiser the high school. The middle school has a
principd and two assgtant principads. Bear Tavern has a principd and assgant principd while
Hopewell Elementary utilizes two teachers with reduced teaching schedules to provide assstance
to its principd. Toll Gate has a principa with no assgtants. Department chairs and team leaders
who have reduced indructiona respongbilities asss the high school and middle school

principals.

The student/adminigirator ratios for the digtricts schools were impacted somewhat by the shift of
the sxth grade classes from the edementary schools up to the middle school. Only the middle
school reflects a redively low student/adminigrator retio when compared with dtate averages.
This may not judtify the addition of the team leader pogtions in the middle school. Ratios of
students to administrators for the digtrict’s schools are as follows:
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Student/Administrator Ratios

School 1996-1997 96-97 State Ave. 1997-1998
Hopewe | Elementary 518:1 329:1 508:1

Bear Tavern 785:2 (392:1) 329:1 712:2 (356:1)
Tadl Gate 4771 329:1 405:1
Timberlane Middle 485:2 (242:1) 3211 798:3 (266:1)
Centrd High 789:3 (263:1) 176:1 859:3 (286:1)

Recommendation:

Overall, the digtrict is appropriately staffed administratively. There is need, however for
some fine-tuning and realignment of staff responsbilities among the existing administrative

staff.

GENERAL SCHOOL DATA/COMPARISONS

In reviewing the 1995-96 and 1996-97 New Jersey School Report Card data, district documents
the following provides additiond schools and didrict

and vaious other

information,
demographic and comparative profile information:

Hopewd | Vdley Centra High School

Student enrollment increased from 758 in September, 1995 to 798 in September, 1996. The
enrollment as of March, 1998 of 861 indicates that the student population continues to grow.

Only 1 % of the sudent body has limited English proficiency;

Even with its growth, the class size has dropped from 20 to 19 gudents. This is below the
state average of 21 students per class;

The student mohility rate is 2.4 % which iswdl below the state average;
The student/adminisirator ratio is 286:1 compared to the State average of 176:1.

The school’s guidance daff consists of three guidance counsdors, one guidance/learning
resource person and an assstant counsdlor plus two secretaries which is appropriate for the
enrollment;

The length of the school day a seven hours is 27 minutes above the State average, however,

the actud indructionad time of five hours and 36 minutes is only eight minutes above the
date average. It was noted during the on Ste vigts that the additiond time during the pupil
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day was utilized in a productive manner to help students interact and resolve issues as they
prepare for the ingructiond day;

The High School Proficiency Test (HSPT) results declined in reading from 96.7% to 95.9%.
Math, writing and overall scores increased and were well above dtate standards and averages.
97% of dl graduates passed the HSPT and 3% passed via the SRA process,

A high percentage of the graduates, 86%, go on to higher education;

Support services are gppropriate for a school of this sze and they include a nurse, a person
for speech, media specidist (librarian), district media supervisor and an athletic trainer;

Nearly two-thirds of the high school sudent population participates in an extensve
extracurricular program congsing of 26 non-ahletic programs in addition to the athletic
offerings. Students a one time paid a one time $50 fee to participate in sports but this was
dropped for the 1998-99 school yesr.

Timberlane Middle School

A building reorganization plan took place for 1997-98 with the completion of maor
renovation and congtruction by adding the sixth grades to the building;

Classszeisan average of 24 students, two above the state average;
Aswith the high schoal, the mobility rate for sudentsis low;
The length of day is the same as the high schools;

The school ranked third in Mercer County in the State€'s Early Warning Test with scores
consderably higher than state averages,

The school has a total of 180 PC and 40 Macintosh computers, including a computer in every
classroom, 11 in the media center, two rooms (labs) with 30 PCs each and those for office
and adminigretive functions,

Support daff include three guidance counsdors, a speech/language specidist, a nurse and
nine teacher assigtants,

The schoal is administered by a principd, two assstant principas and eight “Team Leaders”
who are full time teachers with a reduced teaching schedule;

There is full range of extracurricular programs including ahletic and non-athletic activities
with the mgority of sudentsinvolved;

The scthool is experiencing growing pains and various problems reaive to the new
congtruction, expansion and reorgani zation.

Elementary Schools
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The digrict operates three elementary schools. The move of the sixth grades to the middle
school dong with some renovation and expansion of the schools provide adequate space for
the students, with the exception of Bear Tavern, School which is overcrowded and utilizes
module classrooms adjacent to the building. Each of the schools will experience additiond
growth over the next severd years due to community development;

Bear Tavern's class Sze is a 24 sudents, two above state average. Their core facilities, i.e,
lunchroonmvall purpose room, library, etc. are stretched to the maximum,;

Theindructiona timein the three schools is equivadent to Sate averages,

Each school participates in adigtrict enrichment program called Spectrum;

Each school has a nurse and amedia specidist;

Each school employs teacher assstants to assist in various capacities and programs,

Each school has drong and active parent organizations who volunteer, rase funds and
contribute heavily to the schooal in finances and materid items.

BOARD MEMBER RELATIONS

Board member rdations were somewhat dtrained during the reorganization process and
adjusgment following the April dections. Differences and pogtions were ared in the press with
some members expressng their persona views as members of or representing the board. The
results were divisive and non-productive.

Recommendation:

It is recommended that the district seek the assistance of the New Jersey School Boards
Association, (NJSBA) to provide in-service training and to assst the board members in
under standing the function of the board and their rolesasboard members.

BUSINESS OFFICE
The busness office gaff conssts of seven employees, a busness adminidtrator/board secretary,
two assdant busness adminigrators, (one full time and one 3/5 time, who was on leave at the

time of this review), an accountant, accounts payable clerk and two secretaries.  The following
chart illudtrates the office organization;
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HVRSD Business Office

| Business Administrator /Board Secretary

| Confidential Secretary ——I Secretary

[ I I |
Asst. Bus. Adm. | Asst. Bus. Adm | Payroll Accountant Accounts Payable Clerk

The team review focused upon al responghilities of the business office including the interaction
between the office and other depatments. We based our evauation upon interviews and
documentation provided by the didrict. The team believes that the district would benefit from a
workflow and procedure andysis of this office.

Business Administrator/Board Secretary and Assistant Business Administrators

The busness adminidrator/board secretary (BA) is responsble for day to day busness
operations of the district and supporting the school board. Concern was expressed to he team
regarding the accesshility and responsibilities of the BA. It gppeared to district employees that
the BA spends a large portion of his time supporting board members rather than the day to day
operations of the digrict. We fed this Stuaion contributes to the continued employment of two
assistant business adminigtrators, (both are) certified public accountants, at a cost of $ 102,492 to
the digtrict.

Within the lagt seven years, the didrict has bonded for maintenance improvements and school
upgades. The responshilities of managing 36.5 million dollars in bonds and the associated
project management could arguably judtify the need for two business adminidrators. However,
sance the modifications are just about complete, the team questions the continued employment of
two assistant business adminigtrators.

Recommendation:

The LGBR unit has reviewed a number of school districts that have the same
characteristics as HVRSD, such as student population and budget size. In those reviews,
we found the business administrator performing the same responsibilities as the Hopewdll
BA/BS without an assistant or with the aid of one assstant. It is, therefore, recommended
that the digtrict eiminate the part-time assistant business administrator position for a cost
savings of $34,000.

Cost Savings: $34,000

Office Palicy and Procedural Manuals

To minimize the uncetanty of trandtion when personne changes occur, and to provide
clarification for employees seeking information about specific operations, a didrict policy and
procedure manua should be written. Policies and procedures should be reviewed and updated
periodicaly. At present, the business office does not have a written policy and procedure manud
for any of the operations in the business office.

Recommendation:
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LGBR cannot underscore the importance of written procedures in the business office
particularly given the findings in the next section. It is, therefore, recommended that each
individual in the business office develop and write procedure manuals for higher respective
position. Upon completion, the manuals should be reviewed by the business administrator
and presented to the board for formal approval.

Job Responsibilities

The team caefully reviewed job responghilities in the busness officee.  We found a complete
lack of cross training and versatility among the staff. The team was able to determine that each
responsbility could only be performed by the podtion with the didrict individua assgned to the
tak. This places the didrict in a precarious Stuation whenever employees terminate their
positions. Without the specific manuads and procedures in place, the didtrict jeopardizes business
operations. In addition, employees of the busness office, including the business adminidrator,
indicated that they could not perform other respongbilities within the office. An example of this
problem is that the payroll accountant cannot take more than a one week of vacation because no
one e se knows how to perform payroll.

Recommendation:

In addition to the development of procedure manuals, the team recommends that the
district set, as a priority, the cross training of employees in the business office.  The
business administrator should also participate so that he fully understands the functions
and process of each position and can perform them as needed and train replacements.

PURCHASING

HVRSD uses a manua purchasing process. Purchase orders (PO) are typed by a designated
person in each school or department. Once approved by the principa or department head, they
are forwarded to the business office for processng. The POs are then entered into the business
office software package and, once approved by the business administrator and Superintendent,
are forwarded to the vendor. When the school receives the shipment, the paperwork is
forwarded to the business office for find processng and payment. Once the board approves the
bill ligt, a check is mailed to the vendor. In dl, we identified up to twenty steps (depending upon
complexity and problems) to the process.

The schools aso expressed concerns deding with the processing time of a purchase order and
provided evidence that purchase orders were taking up to four months to complete. The team
further subgtantiated this issue when we reviewed purchase orders in the busness office and
found open purchase orders going as far back as 1996. One of the problems was the business
office procedure for handling purchase orders.  Briefly, when the busness office secretary
received a purchese order, she would separate the NCR form, file the business office copy in an
open purchase order filing cabinet and enter the PO into the computer. The form would then be
given to the accounts payable clerk for account baance verification in the computer, who then
forwarded it to the BA and superintendent for signatures. Once the school receives its order, the
invoice is forwarded to the business office secretary, who combines it with her copy before
sending it to accounts payable for processing.
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A deday occurs when the school sends in a voucher for an expense where there would not be an
invoice forthcoming, such as the rembursement of a teacher for an expense incurred. In this
case, the secretary files the PO in the open purchase order file, but snce no invoice is
forthcoming, the purchase order says in the open PO file until the business office Sarts recalving
complaints from the school. When we inquired as to the open purchase orders since 1996, the
business office could not give us a reasonable answer. The team found correspondence from one
vendor requesting mesetings with the BA in an effort to resolve the problem. We could find no
such correspondence on behdf of the business office.

Recommendation:

The digtrict needs to improve the purchase order process. While the team was informed
that the open purchase order responsbility will be transferred to the accounts payable
clerk, the open purchase orders dating as far back as 1996 need to be addressed before they
become an expensive litigation problem. It is, therefore, recommended that the business
office, with the participation of individuals involved with the purchasing process, evaluate
the purchasing process for improvement and resolve open purchase orders dating from
1996 through 1997.

HVRSD does not use pre-numbered purchase orders. The business office usudly assgns a PO
number once it receives the form. However, the office will, on occason, issue a number to the
school for emergency purchasing. As the team witnessed, this creates a problem when the
business office receives an invoice for a delivery but has no purchase order on file. In addition,
the use of blank purchase orders exposes the district to unnecessary risk. The team received
numerous concerns from daff and community members concerning the use of non-numbered
purchase orders. Prior Depatment of Education audits and monitoring directed pre-numbered
PO’ s but these recommendations were ignored.

The business office software package includes an eectronic purchase order module which dl
schools and departments (except trangportation and maintenance) can access via the didrict's
network. The module would eiminate the cumbersome task of having a PO typed a the
department and then typed again into the business office package. It would dso diminate the
open purchase order filing sysem now in use, dlow the business office to reassign tasks to the
scretaid daff and dleviate the generd concern of usng non-number purchase orders. The
module contains a multi-tiered security system, which would permit eectronic Sgnatures before
an actud PO could be generated. The system aso keeps the user apprised of open purchase
orders by length of time.
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Recommendation:

The paper purchase order process now utilized by the district is inefficient, especially since
the disgtrict has already paid for an eectronic purchase order program. By utilizing the
purchase order module, the district would realize a savings through a productivity
enhancement by diminating the redundancy of having a PO typed in the field and then re-
typed into the purchase order system by the business department. It is, therefore,
recommended that the district begin implementation of the eectronic purchase order
module for an efficiency and productivity savings. A feature of the program MUST BE one
that pre-number s purchase orders.

Productivity Enhancement: $9,466

The team also recommends that the district require the software vendor to provide training
to all employees involved in the purchase order process. In addition, the district should
request procedura manualsfrom the vendor.

One of the largest complaints the team fielded related to the methods by which schools monitor
and track spending of ther accounts. The complaints focused on the monthly activity reports
generated by the business office and transfers occurring without the knowledge of the schoals.
These reports ligt the account numbers, balances, and open purchase orders. When the school
receives its report, it is compared to the school’s filing sysem to verify badances and identify
transfers.

Each school expressed concern about the inconsistent frequency of the report, not the method by
which they track school accounts. They need the reports to monitor account activity and identify
baances for future purchase orders. The team identified four different methods of accounting
for school accounts. For example, the high school department heads use spreadsheets to monitor
their accounts, while the principal of Tollgate keeps a series of ledgers in a pladtic tote container
in his office. The team found the entire process inefficient, especidly snce dl the schools have
access to the business office software package through the didrict network. Access to the
business package alows the schools immediate and current account baances. Of al the schoals,
only Bear Tavern tracked therr accounts through the network. The team found that the schools
did not use the busness package because they did not understand what controlled account
numbers mean.

Recommendation:

Maintaining a manual set of books when an account balance can be found on the network
isinefficient. Because of the various levels of staff involved in tracking school accounts, the
team was unable to identify the productivity savings. Training on the business software
package, coupled with ondte printing, will reduce the overall time spent on tracking school
funds. It is, therefore, recommended that the business office stop generating the monthly
reports. Instead, the BA should provide training to the appropriate staff in accessing and
inter preting controlled account numbers as used by the district.
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CREDIT CARDS

It appears the digtrict has one office supply credit card which is supposed to be under the control
of the busness office, but useable by dl schools. The team feds credit cards present the
opportunity for a digrict to incur debt independent of the purchasing process and without the
approval of the board. As reported by the didtrict, the credit card allows the digtrict to purchase
supplies even though dl five schools and severa departments have their own petty cash accounts
and access to a school supply vendor. The team was told that petty cash accounts did not
necessarily provide the required funds since there was a purchase limit of $150 dollars.

The team asked for hilling statements for the 1997-98 school year, however, the business office
could not produce the documents. Furthermore, we were told that some of the schools opened
their own accounts which could result in the business office paying on the wrong accounts. In
addition, the naure of payment authorization in school didricts does not usudly provide
payment in full within the 28 day interest free billing cycle The team was told that the credit
card has a zero interest rate, but without the billing statements, we could not confirm this.

Recommendation:

In prior years, the $300 petty cash account may have justified the need for the credit card.
However, in light of the October 1998 directive from the Department of Education
prohibiting the use of credit cards by school digtricts, this practice should be discontinued.
It is, therefore, recommended that the district terminate the credit card account. Further,
individual purchases exceeding $150 should go through the purchasing process.

BUSINESS OFFICE SOFTWARE PACKAGE

The digtrict has used the current software package since 1992. While the team does not evduate
the numerous business software packages available on the market, we do focus on the didrict’s
utilization of the software to its full cgpacity and the support provided by the manufacturer. We
fdt the team should comment on the package because of our experiences and findings in the
digtrict.

When we fird arived in the didrict, the team requested documents relating to what we fet were
daly operations, such as expenditure reports for controlled account numbers.  When the team
requested a board expense report, the resulting printout was extremdy difficult to interpret
because the expenditure column was full of multiple entries for a sngle event. When we
explained what we were looking for, the business office was not sure how to run the report and
dated they would have to contact the consultant for help. We aso contacted the software
manufacturer severd times for information regarding the software package.  The consultant
gracioudy agreed to send information to the digtrict, however, the digtrict informed the team that
the materid was never recaeived. Further cals to the vendor were not returned. As a result, we
asked to see the manuds for the program and, after a prolonged search, they were found. The
manuas were outdated and not user friendly. The didrict adso reported that they are not notified
when updates occur, nor are they supplied with updates.
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We dso asked the didrict to generate an overtime report by department and district employee.

In order to generate the information, the district had to contact the software vendor who would
generate the report for them. This was dso the case when we asked for sick time reports and
payroll information. We found the didrict frequently cals the vendor for business reports. The
teamn fet that the congtant cdling of the consultant has created a dependency on the software
company by the digtrict when, in fact, most busness software packages on the market require
little technica support and, at the least, include user friendly report writers.

We findly gained a better understanding by contacting another school district that uses the
software.  Through them, we found that the business software package can perform contracts,
employee atendance on the school level, asss personnd recruitment and that any software
modifications made a the request of any school didrict is made available to dl digricts without
additional charge. We found severd components that would creaste productivity enhancements
(see personnd and benefit sections). Findly, the software manufacturer does not provide user
updates or user mestings

Recommendation:

While the district generally likes the business package, it was apparent that the district
lacks a general knowledge of the full potential of the software package. Given that the
digtrict pays an annual support fee of $10,400 dollars for the package, the team feels that
the district could make better use by having the manufacturer train the business office staff
and superintendent on the full capabilities of the package. It is, therefore, recommended
that the digtrict contact the software manufacturer and request training on the various
usages of the softwar e package.

In addition, the team recommends that the district call upon the manufacturer to establish
user group meetings and provide documentation for all upgrades requested by other school
districtson aregular basis.

As an alternative recommendation, given the age of the current software package, the
disgrict may want to consgder bringing in other software manufacturing companies to
perform a software analysis as a comparative measurement to the service and system
features the district receives from the current vendor. The team feels this recommendation
is warranted, given the age of the software and the lack of technical support presently
provided.

BIDDING AND CONTRACTS

The method of purchasing materids and services in a school didrict is dictated by statute. Our
review of the digrict found that Hopewell purchases most of their paper and school supplies
through the bidding process. The didrict dso purchases custodial supplies through Hunterdon
County Educationd Services Commisson. All other purchasing is under state contract.

New Jersey Adminigrative Code: Title 40 and N.J.S.A.18A-11 and N.J.A.C.5:34-7.1 dlow the
edablishment of cooperative purchasing groups between schools and/or municipdities.  One
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such group is the West/Centrd Cooperative, who designated the Lawrenceville Board of
Education as lead agency, and includes severd nearby school digtricts.  Cooperdtive purchasing
has saved money in a number of areas. On average, the cooperative group has purchased items
up to 50-54% below state contract prices.

Recommendation:

The West/Central Cooperative has over 187 school districts participating in the program.
Combined purchasng power almost always resuts in greater savings. Therefore, it is
recommended that Hopewell compare the results of future bidding to the prices of the
cooper ative and participate, should the prices warrant.

If the district opts to participate in the cooperative, it should negotiate a shared services
agreement with the local municipalities allowing access to the cooperative through the
school district.

The team dso requested documentation for the didtrict’s fud and gas purchasing. The business
office purchases automobile fud through the bidding process. A locd vendor currently is the
supplier a a cost of .61 a gallon. When asked for the RFP and subsequent bidding contract,
neither the business office nor the trangportation and maintenance department could produce the
documents. While not responsble for maintaining a contract and bid file, the trangportation and
maintenance department contacted the vendor for a copy of the contract, who was dso unable to
produce a contract.

Recommendation:

The fuel contract defines the rate at which the district pays for automobile fud. Without
the contract, the district becomes susceptible to potential problems. It is, therefore,
recommended that the district immediately issue an RFP for automobile fuel. When the
bids are received, the district should compare the cost of fuel to the Hunterdon Educational
Services Commission, which currently purchases fud at a marginal rate of .0798 over the
Journal of Commer ce Rate.

Natura gas has two man suppliers, a transporter or marketer and a supply company. The
trangporter or marketer supplies the gas to the loca supply company. At present, the didtrict uses
the loca supply company as both the marketer and the supplier. Union County Educationd
Services, which uses the same marketer as Hopewdl’s gas company, negotiated a ded that saves
goproximatdy 15-18% of the participating schools total heating bill.  While the didrict should
evduate bidding the marketer component of its gas supply, careful attention should be pad to
hidden costs as their loca supply company charges exit and standby fees for not usng them as a
marketer.
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Recommendation:

In general, when school districts purchase gas through an educational service commission
or consortium they are saving money. It is, therefore, recommended that the district bid
for the service of a marketer. The team fedls the district could save approximately 10% on
the service, which trandatesinto a $ 16,391 dollar savings.

Cost Savings: $16,391

A review of the hills indicates the district pays varying rates for the gas service. For example,
the gas supplier bills Timberlane, which has two gas mains, as a “generd service commercid
account” and “multiple family account”, Tollgate as a “multiple family dweling” and the board
of education building as “commercid heat”. While dlassficaion of buildings is defined by
tariffs, the gas supply company fdt the hilling service to dl schools should be “multiple family
savicd® and could not explan why there were two different billing cdassficaions for
Timberlane.

Another concern the team had deds with the timdiness of payment of utility bills A review of
the heating gas and dectric hills found the didtrict rardly pays within the normd time period. As
a result, the digtrict congtantly receives shut off notices from the gas company and had to issue
PSE&G a $ 23,000 hand drawn check in June 1998 for the dectric bill. The team found late
payment fees totaling $112 dollars for their gas service.

Recommendation:

It is recommended that the district contact the gas supplier to determine the correct billing
classification for each facility. In addition, the district needs to eliminate late charges by
promptly paying its heating bills. The issuance of hand drawn checks is a poor practice
and should be eliminated altogether, except in true emergencies.

PAYROLL

Payroll functions are handled by the confidentid secretary to the business administrator and by
the payroll accountant. The busness package includes a payroll module, which the digtrict
utilizes. Checks are printed in-house. Vacation, sck and personne days are manudly recorded
on logs in each of the facilities. At the concluson of the payroll cycle, the logs are sent to the
BA’s confidentia secretary who enters the records into the payroll sysem. Once completed, the
payroll accountant processes the payroll and prints the checks for distribution.

One of the components of the business software package includes an absenteeisn module.  This
module dlows the direct entry of personnd time into the payroll sysem a the school. It dlows
records to be changed on the respective day only and includes security protocols preventing users
from retrieving confidentid information. The team inquired as to why the didrict did not use the
module and was told that the business office did not know about it. Further, saff atendance is
reported manualy by the various school and department offices twice monthly. Due dates are
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often missed and reporting is often incondgent and inaccurate. It was reported that “the
principals do not take attendance reporting serioudy.”

Recommendation:

The generating of logs to be manually entered into the payroll system prior to check
issuance is not an efficient use of the software. By using the personnéd tracking component
on a daily basis, the district would have the most recent data on employee absenteeism. [t
is therefore recommended that the district, with the assstance of the software
manufacturer, train the appropriate staff in the use of the personne module. The team
recognizes that the district will realize a productivity enhancement by eiminating the
manual logs and disbursing the computer entry to the facilities. However, an exact dollar
could not easily be determined because of the number of peopleinvolved in the process.

The adminigration of hedth bendfits fals upon the payroll accountant. This individud handles
al issues reding to these areas.  In addition, he maintains the necessary files and processes the
clericd paper work associated with his respongbilities. We dso determined that no one ese in
the business office is capable of performing his responshilitiesin his absence.

Recommendation:

The team recognizes that the payroll and health benefits manager needs support. After
reviewing his responsbilities, we fed the filing, clerical paperwork, and some of the data
entry are the responsbility of a secretary and not a higher salaried administrator. It is,
therefore, recommended that, when the district implements the electronic purchase order
system, the secretary now responsible for these functions assist the payroll and health
benefits manager with clerical duties.

BUDGETING

School digtricts use the budgeting process to list projected school year expenses. Through the
find document, residents can identify the priorities and philosophy of their school board and the
aeas of need and importance in the next school year. It is a process severd months in
production and varies from digtrict to digtrict.

Hopewd| Valey Regiond begins its forma budget process three months prior to the submisson
deadline to the New Jersey Department of Education. Principas are responsible for developing
their own school budgets for those areas rdating directly to their schools. They adso provide
critical input to those expenses associated with the didrict as a whole.  Because of the difficulty
in locating documents, our anadysis examined the 1996-97 through the 1998-99 school budget
requests submitted by the principad of each school. The team focused upon the requested budget
from each school ingead of the find approved budget, as it provides additiona ingght into the
budgeting process not found in the find budget document.

Our andyss found that from the 1996-97 through 1998-99 school years, principas requested an
increase of funding averaging 19%; a 21.3% incresse between the 1996-97 and 1997-98 school
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year and a 17.4% increase for 1998-99 school year. In 1996-97 school year the annud school
budget cost per pupil submitted by the principals was $501.99. This increased to $603.98 for the
1998-99 school year. This represents an increase of 20% over three school years.

Our review of the individud school budgets found Tollgate School with the largest budget
request increase of 40% for the 1998-99 school year, even though its student population
remained reldively the same. For the three-year period, we found that Tollgate's cost per pupil
increased by the same percentage, 405 per year from $364 to $511 dollars. In contrast, the Bear
Tavern School requested a one-haf percent increase for the 1997-98 and 1998-99 school years.
The budget request cost per pupil decreased 5% from $251 to $236, while the student population
increased by 2%. Centra High and Hopewell Elementary budget requests, respectively,
averaged 20% and 9% changes over the two-year period. The team fdt an andyss of
Timberlan€' s budget requests could not be performed because of insufficient data.

There has been congderable community interest and involvement, as well as controversy, in the
development of the school digtrict budget and board eection over recent years. This is reflected
by the paticipation of municipd €ected officds in the devdopment of a formula for
determining an acceptable percentage increase in the budget and, paticularly, in the voter
turnout at the recent eections. In 1988, 708 persons cast votes on the budget, wheress, in the
recent 1998 eection, 3749 voters cast their votes. This year’'s budget defeat was the third
consecutive year and dixth time snce 1990 that the entire budget was turned down by the
resdent taxpayers.

Recommendation:

It is recommended that the formula developed by the board and the municipalities be used
as a guiddine in congructing future school budgets. The formula developed takes into
consideration cost of living increases as well as projected enrollment growth as factors.
The process also considers new initiatives as separate items in budget development with
priorities established for such items.

SURPLUS

Surplus is the amount of money held in reserve and left over after the interaction between current
year revenues and expenditures. In the event of expenses exceeding the amount of revenues plus
any prior year carry over of surplus of funds, a deficit would occur. In accordance with State
law, accounts cannot go into deficit. Surplus funds are included in a didrict's budget in order to
provide funds for emergencies or other items beyond the board’'s control. Sound financid
controls are required to ensure that surplus funds are accurately estimated and used only for their
intended purpose.

The didrict’s ability to accurady esimate surplus is an indication of its success in establishing

sound financid controls.  These cortrols ensure the development of accurate surplus estimates
and indicate the need for corrective action if significant deviation from these estimates occurs.
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The amount of surplus to leave in a budget can range from under 2% to 6% of anticipated
expenditures. The date does not dipulate the amount of surplus a didrict should maintain.
However, the Comprehensve Education Improvement and Financing Act first gpplicable to the
1997-1998 school year, reduces dlowable surplus amounts from 7.5% to a maximum of 6%. In
accordance with N.JSA.18A:7F-7, excess surplus that is over the dlowable maximum shdl be
appropriated or returned to the taxpayers.

Essetidly, the bass for determining surplus depends on the board's ability to understand
revenues, expenditures and current year surplus. Such understanding enables school boards to
accurately estimate surplus.  In terms of revenue, the digtrict knows precisely how much revenue
will come from the locd tax levy and can make an educated guess as to the amount of other
revenue. In the 1996-97 school year, locd taxes provided approximately 84% of the tota
revenue with state, federal and other providing 11%, 1% and 4%, respectively.

Approximately 77% of Hopewdl's expenses are for sdaries Except during contract renewa
years, the digdrict should be able to accurady determine the amount needed for sdaries.
Moreover, the sday edimate usudly will be higher as a result of terminations, layoffs and
resgnations. The remaining 20+% of the budget can be somewha vaiable, dthough much can
be determined through the use of multi-year contracts and purchase agreements.

From the 1994-95 through 1996-97 school years, the digtrict anticipated surplus, which averaged
3.87%, but redized an average of 8.78%. The didrict anticipated a 6.04% surplus in 1994,
5.74% in 1995, 2.25% in 1996, and 1.44% for 1997. Subsequently, the actual June 30" balances
based on the CAFR reports were 17.11% for 1994, 9.33% for 1995, 5.45% for 1996 and 3.23%
for 1997-98 school years. According to the adopted 1998-99 budget, the board projects a 1.5-%
aurplus.  The following chart helps to illudrate the differences between the anticipated surplus
and the actud balance:

HVRSD Surplus
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As the greph illudrates, the variance between the budgeted and actua surplus supports the
team’'s assessment that the didrict needs to improve its budgeting techniques and monitor its
goending more closdy. Essentidly, if the didrict is condstently cosng the school year with a
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greater surplus than egtimated, then the digtrict needs to reduce the amount of money requested
during the budgeting process.

Based on Hopewel’'s budget, the team feds a 3.5% surplus would provide sufficient reserve to
handle unforeseen expenses. It is important to emphasize that the surplus account is not a
reserve “checkbook” for overspending an account, but a source of funds for the digtrict to draw
upon in times of emergency. For example, surplus funds could be used for emergency repairs to
a fadlity such as Timberlan€'s roof or the YMCA annex. The developing pattern of anticipating
less than 3.5% places the didtrict in a precarious position that could result in a shortfall.

Recommendation:

The team believes that the 1998-99 estimate surplus of $512,907 or 1.5% in a 34 million
dollar budget is too low. The team bédlieves that most, if not all, of the $702,173 dollars
needed to meet a 3.5% surplus could be achieved through improved budgeting procedures.
It is, therefore, recommended that the board maintain a 3.5% surplusin future budgets.

CASH MANAGEMENT

The review team andyzed the didrict’'s use of its cash, its interest earnings, and its relationship
with its bank. The digtrict’'s bank accounts consist of one disbursement (or control) account,
three linked operating accounts, four capital accounts split between the bank and an investment
vehicle, and one peity cash fund. The building accounts include five sudent activity funds, and
seven petty cash funds. The petty cash funds are set up by board resolution not to exceed
$1,000, and each building principa is responsble for these accounts. It was brought to our
attention that the student activity fund was used for petty cash purposes in the past. The school
adminigrators redized the impropriety of usng student activity funds for any purpose other than
sudent activities, and the board took corrective action by increasing the petty cash amount to
$1,000 to provide adequate funds for petty cash needs.

We andyzed a three-page agreement between the bank and the didtrict, which dates back to
March, 1994. The digtrict has a unique arrangement with its bank caled a Controlled Automatic
Badance Agreement (CAB) which links the control account, dong with the payroll, payroll
agency and school lunch fund account. A designated individud reports daly the combined
baance for the linked accounts, the previous night's invesment baance, and the new baance
available for investment, less the target baance. The minimum baance in the origind areement
was $1 million which was reduced in March, 1995 to $500,000 because of changes in the interest
rate levds. Using the new bdance avalable the bank creates an overnight invetment with a
rate of interest paid at one percent (1%) below the average of Federd fund transactions for the
prior day. Interest is then credited to the control account daly. The fee for the CAB services is
covered by the minimum bdance. It gopears that this arrangement, while providing for a
competitive interest rate for idle funds, is cumbersome and complicated. In other digricts we
have reviewed, the bank used the 90-day T-Bill to set a base interest rate. The bank then reduced
this rate to a levdl so tha the difference in interest paid versus the T-Bill rate equaled the cogts of
the services provided by the bank. The bank st its rate based on the actua costs of the services
provided in the prior year, which was usudly one-haf of a percentage point below the 90-day T-
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Bill rate. This process would provide the didrict with an excdlent rate of return while
eliminating the daily “debit and credit” process currently undertaken.

We have dso seen other didrict banks count the district balances in a way that increases the
effective interest rate. The bank gpplied its rate to the ledger baance, which is dightly higher
than the collected balance, due to a float. The bank paid the full rate on the entire balance. Most
banks pay the full rate only on the compensating baance and a reduced rate on the remaining
baance. The bank aso did not take 10% off the balance as a reserve requirement.

At the time the team andyzed the account badances, there were $1.6 million in the linked
accounts earning 1% below the average of Federal fund transactions for the prior day. In 1997,
the digrict earned gpproximately $70,846 in interest income from their operating accounts. The
assigant school busness adminigrator dso bought CD’s with additiond idle funds tha
generated $61,479 during the same time period. However, here was a baance of approximately
$1 million in three other non-operating accounts that earned 1.5% interest.  The bank told us that
these three accounts were not linked to the CAB investment because they are interest bearing
accounts. If the didrict linked these three accounts to the existing CAB agreement, they would
redize an additiona 3% or $35,000 dollars return on the investable baances in those accounts.
There are two capitd accounts invested in NJARM, which is an invesment vehicle for capitd
funds that are not used for current capita expenditures. The digtrict draws down on these funds
and transfers them to its checking accounts to provide for payment of claims.

The didrict’'s bank has been cooperative, dthough dow, in providing the team with information.
Bank officids have informed us that as a result of their merging with another bank, they expect
the CAB agreement to be changed to a better product sometime this fdl, which would be less
cumbersome to administer.  Since the bank is in the process of reviewing and offering different
products to its customers, it would be a good time to update the written agreement existing
between the bank and the digtrict in order to identify additiona ways to generate interest income.

We aso note that the district has not gone out for request for proposds (RFP's) for banking
sarvices for a least the lagt three years. In order to be sure that they are recelving the best
possble services while enhancing interest income, the digrict should, in the very near future,
isue an RFP for banking services The didrict's bank has recently merged with another
indtitution, and the board may wish to coincide their RFP's with the merger so that comparisons
can be made with the new products offered.

One aher item the team noted is the fact that bank statements are reconciled a least one month
after the Treasurer of School Moneys report is gpproved by the board. This results in
adjusments having to be made in cash baances &fter the fact. It is suggested that the district
make arrangements with their bank to obtain the bank statements in amore timely manner.
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Recommendations:

The district should immediately seek requests for proposals for banking services to ensure
that their bank is competitive in he current market. This is timely since their current
bank in undergoing merger changes.

The digrict should ensure that all funds, including petty cash funds, be maintained in
competitive interest bearing accounts. It would be prudent to meet with its bank to
examine the proposed changes in its existing agreements, link the non-operating accounts
to its investment account (CAB agreement) and weigh these against expected returns from
other banks. Estimated additional interest earnings through consolidation of all funds to
theinvestment account is $35,000.

Anticipated Revenue: $35,000

The business administrator, or his designee, should continue to analyze the cash flow and
to invest funds in legal investments to maximize interest earnings. The district should also
arrange to receive its bank statements in a timely manner in order to reconcile all accounts
befor e the monthly board mesting.

Auditor’s Report

Every year, school didricts issue a comprehensve annud financia report.  This audit covers the
financid transactions of the board secretary/school busness adminisrator and Treasurer of
School Moneys, the activities of the board and the records of the various funds under the
auspices of the Board of Education. The audit is performed in accordance with government
auditing standards prescribed by Federal Law and New Jersey Department of Education. As part
of the LGBR review, the team reviewed the past two management reports covering July 1, 1995
through June 30, 1997.

In reviewing the 1995-96 management report, the team found eight findings againgt the school
digrict. Thefindingswere:

1. Severd budgetary line items were over expended a June 20, 1996 due to an oversight
in making budgetary trandfers.

2. The petty cash funds for the dementary schools were not returned to the business
office prior to June 30

3. Dishursements were made from the Tollgate Elementary School without proper
supporting documentation.

4. Severa checks issued contained only one signature for the Tollgate, Hopewel and
Bear Tavern Elementary Schools.

5. Severd dudent activity disbursements for the Bear Tavern Elementary School were
not for student related purposes.

28



6. Not dl cash dishursements for the High School and Hopewdl Elementary School had
proper supporting documentation.

7. Fallureto return unexpended grant money to New Jersey Department of Education.

The 1996-97 school year audit report indicated that the didrict took corrective actions on al of
these issues. However, the auditors reported additiond findings in the 1996-97 report. They
were:

1. Falure to return unexpended grant money to New Jersey Department of
Education.

2. Falure to complete required verification forms for free and reduced price
goplications.

3. Severd dishursements for the Tollgate Grammar School were not for student
related purposes.

The team determined that most of the disbursement issues were related to petty cash account
problems. Both the petty cash and transfers are addressed in the appropriate section of the
report. We dso determined that the failure to closdly monitor grant expenditures cost the digtrict
approximately $6,466 over two years.

Recommendations:

Audit recommendations should not be repeated in subsequent years. Corrective action
should taken to prevent thisfrom reoccurring.

Grants provide alternative funding of programs, which otherwise would be funded through
property taxes. It is not in the interest of taxpayers for the district to return money to
grantors for non-expenditure of moneys. It is, therefore, recommended that the district
institute procedures to monitor the use of grant related income. Principals should receive
training and clearly written policy guidelines on appropriate management of petty cash,
student activity and other funds entrusted to their care.

PETTY CASH

Schools have two accounts, which they may draw upon for emergency or student activities. The
digrict refers to them as the checkbook, or student activity account, and petty cash. The student
activity accounts are a depostory for PTO and community donations identified for the specific
school use only.  The petty cash accounts provide each school the ability to fund projects or
emergency purchases on short-term notice and they have a maximum purchase cgp of $150.
Prior to the January, 1997/98 school year, each school received a petty cash badance of $300.

This was increased to $1,000 during the 1997/98 school year as a result of a didrict audit.
Apparently, the $300 balance coupled with delayed reimbursement by the business office forced
many of the schools to use the student activity funds for what normally would be petty cash pay-
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outs. This is inappropriate.  The team interviewed various staff members concerning the petty
cash and found many complaints.

Recommendation:

Petty cash allows the schools to purchase items on an emergency basis. The district should
allocate balances as part of the budgeting process rather than deduct the money from
accounts at the beginning of the school year. It is therefore recommended that the school
district fund the petty cash accounts from the general fund rather than school accounts.
Policy should be firmly set and adhered to for the use of student activity funds.

It was dso reported, that the business office had no clear policy on rembursement of te petty
cash fund. One such example involved a school that submitted paperwork for petty cash
reimbursement, however, upon receipt of the paperwork, the reimbursement was returned to the
school with a memo outlining new procedures.  Additiondly, the schools complained that, if the
petty cash adjustment were to come from multiple accounts, the business office would use the
fird account lised and deduct the totd amount of money from that account. Additiona time
would then be used in adjusments. All individuds interviewed regarding petty cash procedures
complained about the amount of time involved in the current procedure. It was felt that a more
efficient method was needed.

The schools were dso confused on the busness office policy on petty cash redrictions. For
example, schools cannot issue a petty cash check for more than $150.00. A concern was raised
that an emergency replacement of three textbooks with shipping would cost more than the limit.
In addition, the requirement of reconciling the account after $500 in expenditures was interpreted
to mean that schools had to stop using the petty cash account once $500 was spent until it was
replenished by the business office. The business office supplied a one-page agenda item from the
December 15, 1997 board meeting and two memos to school principas that atempted to clarify
the issues.

Recommendations:

The confusion on reimbursement procedures was stated at every school. The procedures
and delay in processing was creating an inefficient system. It is therefore recommended
that the business office develop written procedures detailing the steps for petty cash
reimbur sement including requirementsfor duel signatures.

Based on the interviews regarding incorrect deductions, the team recommends a me-page
petty cash reimbursement form for all the schools to use. It should be clear and concise
identifying which accounts the business office should reduce.

The team dso reviewed the mechanisms by which the schools track their petty cash accounts.
We found that Timberlane and Centrd High School were the only schools using a popular
finance package. Therest of the schools used amanual process of books and ledgers.

Recommendations:
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The team fedls it is inefficient for the district to use a manual process for maintaining petty
cash accounts, especially since there are numerous, inexpensive checkbook programs
available on the market. It is, therefore, recommended that the business office supply each
school and department with a petty cash account computer finance package. The district
will achieve a productivity enhancement. However, because of the number of people
involved and the varied use of the petty cash account, the team could not identify an
efficiency dollar.

Because of the various issues surrounding the petty cash system, the team recommends that
the district centralize petty cash accounts into one account operated by the business
department. A network finance package would allow each school access to their petty cash
balance and print dhecks in the business office. Checks would be inserted in the daily mail
run to each school. This would be a productivity enhancement, as none of the schools
personnel would have to manage a petty cash account. Additionally, the business office
could operate each student activity account in the same fashion.

Transfers

Trangfers of funds between budget line items usualy occur, when unexpected expenses occur
during the school year. A transfer is the deduction of money from one account in order to
deposit it into another account. Legdly, trandfers between budget controlled accounts, fund,
program, and function accounts must have board approvad. Transfers within expanded control
accounts do not require board approva unless specified under board policy. At the time of this
report, no such policy exigts.

The team feds that a minima amount of transfers should occur Since a didrict should be gble to
project expenses based on prior year information and through the budgeting process itsdf. Any
non-planed or emergency expense can be funded through the surplus account with board
goprova. The team cautions the board that the surplus account should not become a reserve
fund for accounts that are overspent.

Because transfers tend to cance ther entry and because of the difficulty in identifying the
degtination of trandfers, the team analyzed trandfers as an independent action. For example, the
business account may take funds from multiple accounts (a negative entry) and trandfer them to
one account (a podtive entry) or viseversa Excessve tranders may sgnify a weskness in
budgeting. Our review focused on fund 11 transfer reports for the 1995-96 and 1996-97 school
years.
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The following table provides further account detail of our andysis;

HVRSD Transfer Summaries

1996-1997
Program Function Object Transfer-out Transfer-in
110-190 100 101-109
Pre-K - 12 grade Ingtruction Sdaries ($228,426) $293,146
Undistributed
205-240 100 100-101 ($199,132) $79,773
Specia Ed Accts. Ingtruction Sdaries
401-402 100 Mostly Salaries
Co-Curr. Activities | Instruction and Generd ($54,720) $13,150
Spons. Athletics Supplies
213 104-106 (%$21,861) $309
Generd Hedth Sdaries
Services
221
Generd Improve Various Accounts ($33,132) $46,997
Ingtructiona
Sarvice
260 Vaious
Generd Operations& | Accounts ($74,242) $100,238
Maintenance
Generd 270 Home to School & ($41,294) $91,153
Transportatio School Activities
n
290 Vaious
Generd Business & Objects ($284,496) $69,346
Other Support

The ovedl 4% transfer rate for the 199596 and 1996-97 school years of gpproximately 1.2
million dollars for each year suggests that the didtrict budgeting process may require some
refinement.  The table illudrates this point by the tota dollar amount of transfers found in the
gpecid education and business and other support accounts. This suggests that the district over
budgeted these accounts Additiondly, it appears under budgeting occurred in the operations and
maintenance and trangportation accounts. In generd, transfer activity has been a “bone of
contention” and is confusing to municipa eected officids and the community.

Recommendations:

Ultimately, a budget provides the community with a “snap-shot” picture of the district’s
goals and its spending projedions for the school year. Large transfers suggest either
unexpected expenses or a weakness in the budgeting process. As unexpected expenses can
be funded through the surplus accounts with board approval, budget corrections between
line items within objedt accounts do not provide the board with information required for
future budgeting. Through better refinement of the district’s budgeting process, the team
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feels the digtrict can reduce the overall number of transfers. It is, therefore, recommended
that the district perform an analysis of transfers prior to the development of the next
school year’s budget. Such a report will allow individuals responsible for developing and
approving the budget, information pertinent to the development of the next budget.

The team also recommends that, at the conclusion of the school year, the district use non-
encumbered balances for maintenance projects throughout the district as outlined in the
five-year maintenance plan. These projects should be independent of the yearly budgeting
process.

The team dso interviewed principas and adminigrators regarding transfer activity in the digtrict.
We recaelved complaints from every school regarding transfers by the business office without
notification.  The schools generdly discovered transfer activity when purchase orders were
returned to the respective school because of insufficient funds. One such ingance was the
central adminigtration decison to purchase a color copier and fund the purchase by transferring
the necessary funds from the schools accounts without notifying the school principds.  The
schools found out about the purchase when their purchase orders started being returned for
insufficient funds in the account. Essentidly, the principds recognize the respongbility of the
busness office to handle unexpected expenses. However, the frustration emerged over the lack
of natification to the affected schools.

Recommendation:

The principals and directors play a significant role in the development of the district
budget. They are also responsble for monitoring spending within their areas of
responsibilities to insure appropriate spending within the budget guidelines. Transferring
funds can negatively impact the ability of an administrator to manage their own budgets.
It is, therefore, recommended that the district implement a policy requiring the business
office to notify the appropriate departmentswhen a transfer occurswithin their accounts.

Hand-Drawn Checks

During the review, the team found that the didrict issues a congderable number of hand drawn
checks. Hand drawn checks are disbursements of didtrict funds prior to approva by the board.
They require the stamp signatures of the designated board member(s) and a “live’ sgnature of
the busness adminidrator. Because funds are disbursed without board member approva, the
team feds that hand written checks should be issued on rare occasons. Emergency repairs,
payroll agency and FICA obligations, and vendors that impose 4iff fines for late payments are
generaly the only occasions when hand written checks are warranted.

The team found that from December, 1997 through June, 1998, the didtrict issued approximeately
182 hand drawn checks. Excluding 64 checks written for payroll obligations and a check for
emergency flood service, we found 98 checks written for a total of $290,717 dollars. Our review
of the accounts payable hand-drawn check register found hand written checks to the business
adminigrator and, for restaurants, mileage rembursements, petty cash reimbursements, travel
companies, recruitment trips, a decorating company and other expenses.
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Recommendation:

It is a standard practice that school districts issue payments on a monthly bass after the
board approves the bill lists. It assures accountability to the taxpayer that district funds are
disbursed with the approval of elected board members. When hand drawn checks are
issued, the board cannot exercise its responsbility of monitoring expenditures. It is,
therefore, recommended the board adopt a policy restricting the circumstances in which
hand drawn checks areissued.

Long Term Debt

Hopewd| school digtrict has a bonding capacity of 68 million dollars.  Since 1992, the didrict
has bonded for approximately 36 million dollars and expects additiond bonding for a least one
new school within the next five years to meet the growing population in the didrict. The
following chart indicates the amount and issue dates of the bonds for the bond referendums voted
and approved in 1992 and 1996.

Year |ssued Year Paid Off | 6 FaceValue Total Payment 98/99 School Y ear

1992 2006/07 2,696,000 404,168
1993 2007/08 8,356,000 986,388
1994 2007/08 2,956,000 283,705
1995 2015/16 9,395,000 610,710
1996 2016/17 13,115,000 817,715
Total 36,518,000 3,102,686

During the team interviews with gaff and community members an issue emerged over
accountability of the funds Specificdly mentioned was the condruction of a
dorage/maintenance facility behind the adminidration bulding. The community beieved theat
the board was going to condruct a new building. However, the didrict never fulfilled this belief.
There were dso concerns dedling with the upgrading of the YWCA facility and a new sound
proof gym floor for the Tollgate School. It appears that during the planning process, the board
had publicly stated its intent to congtruct a maintenance/storage facility at a cost of $795,000 but
further invedtigation found that the board faled to include the gppropriate language in the
referendum and, therefore, could not use the bond money to condruct a much needed new
faclity. It should be noted that while the privatization of bussing diminated the need for a
maintenance facility, as mentioned in other areas of the report, the didtrict still needed a Sorage
feclity. In addition, the dday in darting condruction resulted in incressed costs, which
ultimatdly led to diminating or reducing theinitid plans.




Recommendation:

In light of community concerns over expenditures related to the referendums, the business
office should compile a detailed report of the two projects identifying vendor, estimated
cost, actual cost, date paid and pending issues. Such a report will better inform the
community of the cost of the maintenance and school upgrade referendums.

Fund 30 accounts, 401 and 402, (401 is the desgnated account for the 1992 maintenance
referendum money and 402 is the designated account for the 1996 school upgrade referendum
money), had bdances of dmost one million dollars with al but $74,000 obligated. When the
team reviewed the accounts we dso found that when the bonds were issued, the didtrict invested
the moneys in NJARM, which earned the didrict about 5% interest. Once money became
encumbered, the didrict would transfer the funds from the NJARM to the checking account
where it earned 1.5% interest until a check was issued and cleared by the vendor. The team
found this inefficient as money often remained in the account for extended periods of time until
the respective project was completed. This method cost the district up to $35,000 a year in
potentid interest earnings (see cash management). It is important to invest bond referendum
money wisdly to cover the cost of price increases during construction.

Given the probability of future bond issues to fund a leest one new school, the didrict can
benefit from improved cash management of bond referendums through the use of project
management financid conaultants. These specidists develop a time frame for bond projects and
inves bond money in higher interest investments with withdrawa dates to coincide with
completion of a specific project. Professond management of funds have yielded returns of 6%
or grester. Higher interest earnings are criticd to cost overruns, inflation and debt service
accounts.

Recommendation:

The team recommends that the district consder negotiating with their bank and/or issuing
RFP’'s for banking services in order to obtain a better interest rate on bond referendum
funds held in checking accounts. Before approving any improvements with the available
funds, the district should seek counsd to verify that the expenditures are in compliance
with theintent of the referendum.

Student Activity Funds

Throughout the school year, students perform fundraisers or receive donations for school
activities. These funds are deposited into each school’s student activity account. Moneys
collected must be spent on projects that directly benefit the students of the respective
school. Below isalist of the HVRSD’ s student activity accounts.
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Schoal 7 Student  Activity  Account
Balance
Bear Tavern $2,624
Hopewd| Elementary $10,725
Toll Gate $6,236
Timberlane $12,994
Centrd High $133,240
Total $165,819

We found activity account baances at acceptable levels with the exception of Centrd High. As
of July, 1998, $77,027 of the bdance in the high school’s account was in a certificate of depost
with the remaining $56,223 in a standard checking account. The digtrict needs to monitor
sudent activity accounts more closdly.

One suggedtion is for Centra High to track the activity account by class year. All moneys
collected by the respective class should be available to that class only until graduation, a which
time any remaning baances would be turned over to the didrict for a student activity related
expense designated by the studentsin concert with the high school/digtrict.

Recommendations:

It appears that the total balance represents multiple years of fund raisng and donations.
There are several projects at the high school that the students could help fund that would
be of direct benefit to students. Two such projects are the conversion of the old sheet metal
shop into a televison studio and/or replacing the lighting in the school auditorium at a cost
of $30,000 and $80,000 respectively. It is recommended that the students at the high school
fund a capital project(s) that would benefit current and future sudents.

The board should also establish a student activity fund policy stipulating time periods and
guidelinesfor student activity balances and spending.

Board Member Expense

The digrict maintains a generd administration and board member expense account. An andysis
of this account for the 1997-98 school year (through June 9, 1998) indicated payment of
expenses for both centrd adminisiration and board members in the categories of dues to various
asociations, food (refreshments for meetings, etc.), travel, workshops and consultants and for
miscdllaneous items. A totd of $39,069.65 was encumbered out of an appropriated amount of
$43,434.

$24,256 was paid to the New Jersey School Board's Association for mandated dues. $2,392 was
expended for a board memberdadministrators retreet. Miscellaneous costs included
publications, photography, printing, mailing, etic. Magor cods from the account were for food,
meetings and events, rembursement of expenses to the superintendent and business
adminigtrator, and for conferences attended by the superintendent. Credit cards are not issued or
used.
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There are no recommendations for this area, other than suggesting that the board monitor this
account closdly. Overal, the board uses its expense account funds appropriately.

INVENTORY

School didricts should maintan two types of inventoriess The fird involves a professond
goprasa performed every five years, which quantifies large ticket items vaued a more than five
hundred dollars. Professond agppraisds ad the didrict in determining the worth of district
assets and appropriate insurance coverage. The other is an annud inventory designed to quantify
the property of the didrict and to assgt the didrict in maintaining inventory control and proof of
ownership for insurance clams on items not included in the professiond appraisal.

The team found that the digtrict had a professond gppraisd performed in September, 1997,
which included a supplemental appraisa for items priced between $300 and $500 dollars. When
the team asked the schools and various departments for ther inventory lising, not one
department could produce a list. The team expressed concern when the MIS department could
not produce an inventory listing of parts and computers (see MIS section).  The schoals indicated
that it was the busness office’s responghbility for mantaining ther inventory.  Ultimatey, the
team could not identify when a didrict wide inventory last occurred even though board policy
3440 requires an annud inventory.

Recommendation:

Inventory stock and appraisal lists provide organizations with valuable information. They
not only list public assets, but can help identify theft, establish consumption guidelines, and
help prevent unnecessary purchasing. An incomplete inventory listing makes it difficult to
identify a loss or provide proper insurance coverage for the district. Since the district
already has a board policy in place regarding inventory, it is recommended that the district
implement an asset inventory system for items less than the appraisal threshold. The
inventory should be part of a database identifying object, location and value. The principal
at each school should be held accountable as to the location and condition of all district
property belonging to the school and a computerized syssem should be maintained n the
central office.

PHOTOCOPIERS

Photocopy machines are a mgor, but necessary, expense for school digtricts. It is not unusua for
digtricts to make more than a haf a million copies a month. We asked each school to provide an
inventory of copiers in their repective buildings with a count of the copies made to date for each
machine. The team compiled a lis of 26 copiers. We requested purchase orders and lease
agreements from the busness office.  However, the office could only supply documentation for
15 copiers and even this information was not in order. The busness office falled to produce
documentation for the photocopy machines a Hopewel Elementary and had limited information
for Bear Tavern, Centrd High, and Timberlane.
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Our firgt task was to compare the cost of leasing to cost per copy contracts. In a cost per copy
contract, the digtrict pays for the number of copies made on the machine. Cost per copy contracts
includes setup, technicad assistance, maintenance and supplies excluding saples and paper.
Additiond information can be found on the cost per copy date contract filed with the
Department of Treasury’s Purchasing Bureau. Vendor's base cost per copy contracts are on
three-year agreements while many lease purchase agreements are five-year terms.  Still, we
condder our andyss vdid since school environments are often the most abusive, and, given
technologica advances, three years represents a reasonable life cycle for a photocopier.

Based on lease agreements provided, we found that the digtrict pays approximately $141,989
dollars per year for 14 copiers. Usng the same specifications defined in the lease agreements,
cost per copy contracts would have cost the district $54,834 dollars or $87,155 less than the lease
agreement. A comparison of the trangportation and maintenance department, which recently
purchased its copier, showed that the $5,190 dollars spent could have paid for the cost per copy
machine for 12.3 years.

Recommendation:

Cost per copy contracts represent significant cost savings for the district over lease
purchase agreements. Even though the district isin the middle of its lease agreement, it is
recommended that the district eventually replace its leases with cost per copy contracts for
cost savings in excess of $87,155. The team believes that savings would be greater if it had
reviewed all the contracts. Any future copier purchases or lease agreements should be
compared to cost per copy prices.

Cost Savings: $87,155

The team found tha approximately 32% or seven of the digtrict’s copiers were located in the
adminigration building. We bdieve this is excessve snce the building is the second smdlest in
the digrict and most of the offices are daffed with less than Sx employees. In addition to
housng the digrict’s high volume and color copiers, every department in the building had a copy
machine. The team feds the didrict could diminate four of the copiers by creating a centrd
copy areaon each floor.

Recommendation:

The Adminigration building is aufficently smadl enough that, in addition to the large volume
copier and the color copier, the digtrict should have one additional copier located on the second
floor. It is, therefore, recommended that the didtrict reduce the number or copiers in the
adminigtration building to three for estimated cost savings of $16,695 dollars.

Cost Savings. $16,695

[Il. COLLECTIVE BARGAINING AGREEMENTS

38



The Hopewdl Vdley Regiond School Didrict has 9x collective bargaining agreements with gx
employees bargaining groups. The review team examined the contracts of each. Additiondly,
the team examined the individua contracts of the non-affilialed employees induding the
superintendent and business administrator who are not represented by collective bargaining units.
The following chart illugtrates the units, employees represented and the dates of the contracts
reviewed:

COLLECTIVE BARGAINING UNITS

UNIT EMPLOYEES REPRESENTED CONTRACT PERIOD
HVEA - Hopewdl Vdley Teachers, librarians and specidists 1998-2001
Education Association

HVASA - Hopewdl Vdley Certified Principds, vice- 1995-1998
Adminigtrators and principas, Director and Supervisor

Supervisors Association

Hopewd| Vdley Non Manager/Computer Operator & 1995-1998
Certified Adminigtrators and Programmer, Maintenance Foreman

Supervisors Assoc. & Transportation Supervisor

Hopewd | Valey Secretaries All secretaries except confidentid, 1998-2001
Association part time, assistants and subgtitutes

Hopewd | Vdley Support Teacher assgtants 1998-2001
Staff Asocigtion - HVSSA

Hopewd | Vdley Regiond Custodians, Maintenance - regular 1996-1999
Custodians Association and vehicle and Skilled Craftsmen

Contract agreements were recently ratified for those contracts which have a contract ending dite
of 2001 and successor agreements were in the process of negotiations for those ending in 1998.

The recently settled agreement between the board of education and HVEA was hailed by both
ddes of the barganing table as being postive with gans and compromise by both parties.
Pogtives include increased sdaries for teachers, a more competitive, equitable and workable
sday guide with a better digribution between seps on the guide, an increase in employee
contribution to hedth insurance costs and a change from traditiond to managed care, increased
teecher schedule time, stronger contract management by the employer and dimination of pay for
lunch duty. The sdttlement costs for sdaries were, however, far more costly than the 4% per
year reported since the cost of increment increases was not included in the publicized percentage
Seitlement.

There are some items in the various contracts that are not seen to be in the best interests of the
board and community and may be consdered to be extravagant when compared to date
procedures and generdly accepted norms. These can be changed or corrected only through the
collective bargaining process. Careful management of the contracts by the administration can
help to manage these costs.

Personal Days

Each of the contracts provide for dx (6) persond days per year. Three of these may be used
“without reason”. In essence, these are additiond “vacation days’ dthough they cannot be used
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to extend a holiday. Three additiond days may be granted for each death in the immediate
family. Unused persond days accumulate as Sick leave at the end of each school year.

The origind purpose of persond days in employee contracts is to provide time to conduct
business or take care of emergencies that cannot be taken care of during time other than the
norma work day. The generdly accepted standard is three (3) persond days. This is adequate to
cover mogt persond emergencies or Studions. This is particularly true for teachers who work
185 days per year and who are provided with generous vacation bresks in the school calendar.
This is dso true for administrators and other 12-month employees who are provided with libera
vacation leave.

Recommendation:

It is recommended that the board of education negotiate to reduce the number of personal
days for all employees to the accepted standard of three (3) per year. This
recommendation would result in a substantial financial savings and would benefit the
district and student learning. Savings would result from less costs for substitutes, more
productivity and lower retirement payouts. Students would benefit from less teacher
absentedilsm and mor e continuity in instruction.

To put this value into perspective, if the approximately 450 employees used three rather
than six personal days per year there would be the potential for an increased productivity
enhancement of 1,350 workdays per year. If the approximately 300 teachers and
professionals who require substitutes when absent reduced this need by three days each per
year the potential dollar savings to the district would be $49,500 (300 x 3 x $55/day for
subs).

Cost Savings: $49,500

Vacation Allotments

Tweve-month employees (adminidrators, custodid/maintenance daff and clericd  personnd)
are granted vacation days. These range from dtarting secretaries receiving 13 days per year to 25
days for administrators. Secretaries and custodians receive more days as they accumulate more
sarvice time to the digtrict.  Secretaries receive 21 days after eight years of service and 23 days
after 12 years. Custodia/maintenance workers receive 21 days after 13 years of service and 23
days after 15 yearsin thedigtrict. Ten-month secretaries receive 12 vacation days per year.

Adminigtrators may accumulate up to 25 days of vacation that can be carried over to the next
year. Unused vacation days are compensated at retirement at the per diem rate of pay a that
time. Secretaries may carry over 10 days to the following year. They must then be used or lost
Since secretaries are not compensated for unused vacation at retirement.

It should be noted that each of the employee bargaining groups receives an additiond 12-13 paid

holidays per year. When coupled with the vacation and persond day dlotments there is an
entitlement of as many as 44 paid holidays per year.
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The accepted standard for vacation days for 12-month employees is a maximum of 20 days per
year. Udng this sandard, there is potential for tremendous savings in enhanced productivity
and dollar costs if dl employees would have a maximum of 20 days vecdtion leave. For
adminigtrators alone these dollar savings would approximate $30,000 (average per diem of $400
x 5 days x 15 adminigtrators)

Recommendation:

It is recommended that the Board of Education negotiate © cap vacation leave at the
acceptable standard of 20 days per year for all employees.
Cost Savings: $30,000

L ongevity

Sday guides provide sarvice increments (longevity payments) that are awarded soldy on the
bass of years of sarvicer Hidoricdly, longevity pay was awarded for long and fathful service
when there were teacher shortages and when pay was low.

In Hopewell Vdley, longevity payments are pad to the varying employee groups a various
years of service intervas and in varying amounts. These increase in each ensuing year of the
negotiated contract. Examples follow:

HVEA members receive payments of $200 for each year of sarvice after step # 15 in 1998-99;
$500 for each year of service after step #15 in 1999-2000 and $750 for each year after step #15
in 2000-2001. These added longevity payments, in effect, change the guide from 15 to 21
incremental steps.

HVSA (secretaries) members receive longevity payments after 10 years of service. They receive
an additional $600 for years 10-14 of srvice, $650 for years 14-19 and $700 for 20 or more
years of service,

HVSSA (support staff) members receive longevity payments after 15 years of employment in the
amounts of $250 in 1998-1999; $300 in 1999-2000 and $350 in 2000-2001.

Adminigrators are paid by aratio formula and do not receive longevity pay.
The LGBR does not support the concept of longevity pay. The present sdary guide sStructure in
most school digtricts rewards longevity. Increased pay is provided on the guides for each year of

service. Additiona pay for time served is unwarranted. Current employees are granted increases
in pay each year asthey move verticaly on the guide.
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Recommendation:

It is recommended that the digtrict negotiate the eimination of extra longevity paymentsto
employees on the basis of time served. Employee compensation should be on the basis of
productivity. Thisrecommendation would result in substantial annual savings.

Professional Growth

LGBR is supportive of professond growth for employees. An educated daff results in
improved education for the sudents. The Hopewell Valey Regiona Board of Education is very
supportive of daff deveopment in its didrict. The board recognizes the vaue of daff
development and encourages teachers to improve their skills and knowledge.  Professond
growth is provided through college graduate courses (rembursement for credits earned and
increased pay for added credentids), and didrict planned in-service programs and out-of-didtrict
workshops. Teachers can, fr example, earn up to 18 credits per year for course reimbursement.
Adminigtrators can receive up to a cap of $1,450 in tuition reimbursements per yesar.

LGBR dso supports setting dollar limits and advanced gpprova for tuition reimbursement.  This
provides for gppropriate budget planning.

A concern was raised by many people in the educationd community about the high cogts of
digrict provided in-service and, in particular, the frequency of absences and the cost for
subgtitutes  for teachers who must participate in mandated <aff development programs.
Teachers, adminidraiors and parents expressed this complant. They fet that, dthough this
traning is important, time away from their sudents was disrupting the continuity of indruction
and it was dso costly. Teachers were concerned that they were out of their classrooms too often.
Principds were concerned because ther buildings were more difficult to manage and the
ingructional program was being affected. Parents were concerned about the frequent use of
subgtitutes.

Teachers are dso out of the classoom for curriculum development and training and for other
digtrict management needs.

Through data collected by the review team, it was determined that gpproximately 600 subdtitute
days were required to cover the full or partid day participation of teachers for professond daff
development during the 1996-97 school year. More than one-third of these days were for the
high school, while another 100 plus days were for the middle school. The baance,
goproximately hdf, was soread among the dementary schools. There were severa indtances
when there were as many as 10 teachers pulled out of a sngle building on a particular day for
which subgtitutes were required. An obvious concluson drawn from this data supports the
complaints of a negative impact upon the schools and, more importantly, the students.

The costs for staff development consultants during the 1996-97 school year was $5,717.08 with
another $1,200 being furnished through grant money. The next year, 1997-98, $16,408.47 of
digrict funds was spent on daff devdopment with an additiond amount of $2,135 being
provided from grant funds. The 1997-98 Professona Development cdendar listed over 40
course offerings, Sx of which were held during school hours. One staff member received a $600
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dipend to provide daff devdopment indruction.  Other didrict daff including teachers,
supervisors and administrators were paid to present courses.

When the Assgant Superintendent for Curriculum and Ingruction (Acting Superintendent) was
asked about this, she stated she was aware of some of the concerns but could not give the number
of total teaching days lost in the classroom nor costs of Staff training or subgtitutes.  She and the
digrict are proud of their teacher training, as they should be, but they should reevduate its
impact on the indructiond program.

Recommendation:

The digtrict should conduct a thorough sudy of the number of <aff development
opportunities provided to teachers both in and out-of-district, their value to the learning
program, the impact upon the sudents and the costs of these opportunities in
programming and substitutes. Alternative means of training and curriculum development
need to be explored thoroughly. Reducing just substitute costs by one-third would result in
savings of $13,000.

Cost Savings: $13,000

Black Seal and Other Licenses

The Depatment of Labor requires that a holder of a Black Sed license must be on duty in any
public building where there is a low-pressure boiler in sarvice Many didricts require that
custodians hold a Black Sed license or obtan one in a dipulated time as a condition of
employment. At the present time, the Hopewel Valey Board pays an annua sipend of $1,000
to those who hold the license.

LGBR does not support the payment of this extra stipend. Just as teachers and adminigtrators are
not pad extra for thar professond certificates and must have them as a condition of
employment, so should the custodians not be paid extra for licenses that are required as part of
the job. The cost for these stipends is approximately $10,000.

The board dso pays dipends for other licenses. These include $500 for a valid pedticide
applicator’s license, $1,000 for a valid sewerage license, $500 for a Stage | refrigerant license
and $1,000 for a Stage Il refrigerant license. LGBR supports the cost of training for employees
to obtain these licenses but not an annua sipend. LGBR commends the board for encouraging
these licensures for they ultimatdly save the didrict cods for obtaning outsde vendors to
perform routine tasks that require the holder of various licenses.

Recommendation:
It is recommended that the board negotiate the dimination of the annual sipend for
licenses required as a condition of employment. An option might be a one time only
stipend for this achievement.

Cost Savings: $10,000

Reduced Tuition for Children of Employees
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The board permits children of employees who resde outsde of the didrict to atend the
Hopewdl Vdley Schools a 10% of the didtrict tuition costs. For those who chose to teke
advantage of this opportunity, it amounts to an extra benefit of nearly $7,000. This practice
should be discontinued.

Work Schedules

Under Article IV-Paragraph 5, Board Rights of the Custodid Unit Agreement, the board has the
managerid right to set work schedules, hours, assgnments, etc. of the custodid and maintenance
daffs. To reduce overtime and to accomplish work that cannot be accomplished while students
ae in sesson, it is recommended that a staggered workweek and other scheduling
techniques be utilized to reduce costs and to improve efficiency.

Non-affiliated Contracts

Confuson aose out of the interpretation/misnterpretation of the former superintendent’s
personal contract. Article IX, Other Payments and Benefits, provides perks not found in other
employee contracts.  Although this is not uncommon in chief executive contracts, some of the
provisons found here are conddered to be excessve. Items such as life insurance equd to three
times the individua’s sdlary and payment of a $15,000 tax sheltered annuity over and above a
subgtantia sdlary, arein the LGBR' s opinion, excessve.

Recommendation:

Great care needs to be exercised in developing contract language in all contracts,
particularly those of individuals including the Superintendent and Business Administrator,
who are not members of larger affiliated units in order to avoid incurring the
dissatisfaction and distrust of the community which often results in a defeated budget. The
board should avoid extravagant provisons and confusing language in its contract
negotiations with the next superintendent.

INSURANCE

Health Benefits

The recent settlement with teachers and other bargaining groups resulted in sgnificant progress
in both plan desgn and in employee cost sharing for hedth benefits. The changes were not
without problems due to some planning deficiencies and poor communication of plan changes
from the union to the membership. The changes were made in exchange for greater wage
concessions.

The change from one managed care network to another had unexpected costs to the district and
its employees.  Approximately 50 employees were affiliated with a medica group, which was
not in he new plan. This represented about 12.5 % of the tota insured in the digrict. Also, the
new plan did not permit an employee or insured family member to go out of date for trestment.

Hopewd| Vadley borders Pennsylvania and some of the didrict’'s employees reside or recelve
treatment there. These factors should have been addressed during negotiations and the problems
could have been resolved.



The didtrict estimated a saving of gpproximately $200,000 in averted premium cost increases by
switching to the new network. The digtrict conducted a re-enrollment of dl daff for hedth care
coverage, which resulted in 47 employees moving from family to husbandwife coverage for
medicad coverage and 39 employees changing from family to husband/wife datus in the
prescription coverage.

Due to the high concentration of employees in the one medica group and the border Stuation of
the community, a number of families changed to different forms of hedth care coverage. After
accounting for COBRA beneficiaries, the additiond cost to the digtrict was $37,137, which
reduced the $200,000 savings. The prescription coverage cost savings was $20,124. The hedth
provider was negotiating with the medica group regarding joining the network.

The didrict currently charges a participation rate of 5 % to its employees for the different levels
of hedth coverage. The cost varies by plan. The review team applauds this concept and practice
because the didrict can limit cogs while dlowing the employees a choice in sdecting a hedth

plan.

The didrict dlows retirees to paticipate by paying for coverage a the overd|l group rate. This
has a ggnificant impact upon the group's prescription cost because of the greater user rate of
retirees. It is suggested that the didtrict negotiate out this provison to future retirees or to
separate this group from the active employees and price them separately. Prescription costs have
recently become the largest cost driver in hedth care for school didrictss. A modest saving of
just 10 % in this area would result in savings of $46,800 to the digtrict.

The digtrict could shop around for other prescription plans or work with the current provider to
control these costs. The digtrict expects to pay approximatey $468,000 for prescription coverage
after premium sharing. Co-pays are currently at reasonable levels a $5 for generic and $10 for
name brand drugs. The digtrict could reduce costs by reducing the supply before a prescription
needs to be refilled from 34 days to 21 days. Patients could Hill have refills but this provison
increases the co-pay activity on chronic medications and limits the amount on logt and unused
medications.

Another cost savings provison would be mail order prescriptions for periods deemed medicaly
prudent such as 30 to 90 days before renewa and increasing co-pays for mail order prescriptions
to $5.00. According to the industry this would result in an approximate 10 % savings on mail
order.

Also, generic prescription utilization could be encouraged by a three tiered co-pay arrangement.
Generics could have a $5.00 co-pay, nonsubgtitutable brand names could have a $10.00 co-pay
and subgtitutable brand names could have a co-pay equd to the difference in cost between the
generic and brand name medications. This would result in savings of adout 7-9 % or at least
$32,760.

The dentd plan could aso be modified to effect savings. State employees currently pay 50% of

the cost of denta coverage. This provison, plus others proposed by the broker, could resutin
savings in this area.  The gross cost of dentd benefits to the didtrict is about $217,800. Disdtrict
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employees pay a5 % share. |If increased to 50 %, as with state employees, a savings of $98,010
could be redlized.

Recommendations:

The digtrict should consder adding another health care plan that would permit utilization
of out of state doctors. The Blue Choice network should be the benchmark plan and, after
paying a 5 % participation rate, the employee would be charged the difference in cost
between the plans. Thiswould be a no cost solution to the board for this unique problem.

The digtrict should negotiate out the allowance of retiree participation. An option would be
to grandfather those already being provided the coverage and place them nto their own
group and to discontinue the practice for future retirees. Savings would equal 10 % or
approximately $46,800.

Cost Savings: $46,800

The district should negotiate a change in the structure of co-pays for prescription plans to
allow for “other than generic’ pricing. This would allow the digtrict to control costs of
medications.  Generic drugs have a more dable price history than brand name
medications.

Cost Savings: $32,760

The digrict should reduce the maximum number of days for prescriptions from 34 to 21
days.
Cost Savings: $46,800

The digtrict should increase the premium sharing component of dental benefits from 5 %
to 50 %.

Cost Savings: $98,010

Total Health Benefits Savings. $224,370

Indemnity Insurance

Indemnity insurance in the didrict is provided by a joint insurance fund (JF). The didtrict
changed from an insurance pool for property and casudty to the JF two years ago. The didtrict
is commended for saving $81,000 at that time and for capitdizing on an excelent experience
history. The digtrict needs to take several additional steps in order to continue to keep their costs
a aminimum. Theseincude

Implement the recommendations from the safety consultant or have justified reasons for
not completing them. These bsues, from a report that is over a year old, need to be
addressed.

Light duty should be explored. A person who isinjured may be able to do other tasks. The
union should assist with thissince it isin the best interests of all to have a worker return to
thejob as soon asfeasible.
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The safety committee should be convened as soon as possible. They should meet on a
quarterly basis and discuss positive methods of risk avoidance to reduce future potential
liability.

The didrict saved consderably by changing to the JIF. To keep aware of how much they are
saving they should price the market place prior to renewad. The didrict should continue to save
for severd reasons:

Members of a JF share in lower clams. A didrict has a grest ded to gan by a low

experience higtory. The JF capitaizes on emphasizing risk prevention.

Members share in the investment income of a JF fund as wel as sharing in the invesment

risk.

The JIF is not required to pay the insurance excise tax.

A risk manager receives 6 % or less compared to 10 % for full insurance commisson.

Per sonnel Office

Parsonnd  offices are responsble for handling personnd  issues from  benefits to  the
adminidrative tasks associated with recruitment and new employees. The current one-person
office cannot handle al the duties that are generally associated with a personnd department. As a
result, personnel issues ae handled in three different offices, the busness office, the
superintendent’'s  office and the personnd office. Hedth benefits are assigned to the payroll
accountant, workers compensation to the business adminidtrator’'s confidentiad secretary and
recording personnd time is assgned to both the business office and the superintendent’s office.
New employees are welcomed to the didrict at a “welcome’ breskfast, but are not provided
orientation training. The district does not have an employee handbook outlining palicy.

The team was not able to identify any individuds who had received training in labor legidation.
It was reported thet questions regarding employee rights under labor laws are “bounced around”
the three offices. If they are unable to determine an answer, one of the three will cdl the board
attorney for assgance. Conddering the amount of labor legidation, such as Affirmetive Action,
Right to Know, Sexuad Harassment, ADA, Family Leave, Workers Compensation and EEO that
affects the work place, the board should address this issue before it becomes a serious liability.
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Recommendation:

It is recommended that the board, in conjunction with the New Jersey School Boards
Association, create and adopt an employee handbook outlining board policies and
distributeit to all employees.

The didrict needs to daff the personne office with employees well versed in human resources.
The team does not fed that there is a need to hire an adminidtrator as most questions could be
handled in an employee handbook or by an experienced personnel specidist. The personnd staff
can consult the New Jersey School Boards Association or the board attorney with complex
issues. We fed this should not be a regular occurrence since most questions regarding employee
benefits are generd and repetitive in nature.  This individud could dso develop training
orientation for new employees and assgt with hedlth benefits.

It is recommended that the digtrict explore the hiring of a human resource specialist who is
knowledgeable in personnel matters and could provide training to new employees. This
office would be responsble for the recruitment and processing of employment candidates,
attendance records and general personnd records. The business office should maintain
juridiction over payroll and benefits and workers compensation issues. The
superintendent’s office should maintain evaluation and disciplinary records and make
recommendations for employment, promotion, tenure, etc.

Value Added Expense: $45,000 + Benefits

Recruitment

In discussons with board members and adminigrators, they shared that they “hire the bet” and
often go outsde the area on daff recruiting trips to seek top candidates. Often these candidates
ae from the ranks of the more experienced or credentided. Although it is commendable to
employ the best candidate available, it is not dways necessary to look outside the state or to pay
sdaries, which are a the top of the guide. Excelent candidates are avalable from more loca
colleges and universties and from recent graduating classes.  Should there be a desire to
diversfy and hire from outdde the area, “recruitment” can be accomplished through advertisng
and job postings a college placement offices. In addition, with the excelent reputation the
digtrict holds, the digtrict receives many gpplicants for each vacant position.

It is dso quite codtly to hire experienced teachers. The difference between the starting salary and
higher steps on the sdary guide can be consderable. Subgtantia savings can be redized by
more prudent hiring practices.

Recommendation:

It is recommended that the board and the superintendent review the recruitment and

hiring practices of the district and establish prudent procedures, without sacrificing quality
of ingruction.
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HVRSD receives approximatedy 2,000 applications and resumes annudly from candidates
seeking pogtions.  The personnd office processes the gpplications and forwards them to the
gopropriate department for review and selection for the interviewing process. The process is
extremely time consuming and paper intensve as the didrict may receive scores of gpplications
for one pogtion. During a conversation with another school didtrict, the team found that the
personnel  office has access to recruitment software that can greatly assst the digtrict with the
hiring process. The software is currently part of the business office program.

We found that the business office was not aware that their sysem included a personnd
recruitment scanning module.  The program dlows the didtrict to scan gpplicants into a software
package which can then sort and generate a lig of digible candidates based on criteria
edablished by the didrict. For example, if the district receives two hundred applications for
three teaching postions, once the gpplications are scanned into the computer, the superintendent
can edablish criteria and have the computer sort out those individuads who meet the guiddines.
This package was requested and paid for by another school digtrict and made available to al
schoal districts using the business software, a no additiona cost.

Recommendation:

The scanning program will greatly reduce the manual time involved in selecting candidates
for the interviewing process. If the district elects to keep the current business package, it is
recommended that the district begin usng the module.

Contract Processing

The personnd office is responsible for generating dl contracts.  Contracts are generated on an
annuad bass. However, employee changes and new hires require some monthly activity. The
office generates and maintains a contract for each individual though a word processing program.
The personnel specidist spends at leest one week of her time generating new contracts for the
next school year.

The team feds that the didtrict can achieve a productivity enhancement by using the personnd
contract module of the business office software package. This module can expedite contract
processing because it can merge personne and payroll information with standardized contracts.
The package can make the yearly adjusments, provided the didtrict enters the negotiated
agreement information into the program.

Recommendation:
It is recommended that the district request the business software consultant’s assistance in
setting up and using the contract module to improve the efficiency of the personne office in

gener ating and maintaining employee contracts.
Productivity Enhancement: $1,500
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Personnd L eave Reporting

The team found the personnel leave reporting procedures to be cumbersome.  When an employee
requests a leave, the secretary in the respective department / school records the written request in
a log and forwards the request to the superintendent’s office.  Prior to payroll, the log gets
forwarded to the business office for entry into another log and the payroll sysem. Both the
superintendent’ s and the business offices indicated that their records do not aways match.

The team questions why the didrict uses the current system when there is a personnd leave
tracking module included with the busness office software that is accessble by dl the schools
and departments.  The package alows entry and correction of employee leaves into the personnel
module on a dally bass. Higoricd entries can only be corrected by the centrd office and the
System contains security mechanisms to maintain employee confidentidity.

Recommendation:

Having a log in the school / department, business office and superintendent’s office is
redundant, inefficient and a productivity loss. It is, therefore, recommended that the
district begin using the personned leave-tracking system included in the business office
software.

Subgtitute Calling Lists

The personnd office is respongble for generaing a list of board-gpproved subdtitutes in July of
each school year. The lig is updated on a monthly basis as individuds are hired or terminated.
The office then sends the lig to the didtrict subdtitute caler. However, indead of generating a
comprehensve magter lis each month, the personned office sends the caler a report with only
the recently approved or terminated subgiitutes. The caler then adds the new lig to her old ligt
to create a comprehensive list of al board-approved subgtitutes. What starts out as a small report
in July becomes an extensive one as the school year progresses. The problem we found is that a
board approved subgtitute placed on the roster in August does not appear on any of the
subsequent reports, which potentidly creates an unfair sdection process if the caler uses more
recently generated ligs.

Recommendation:

Creating a different list each month and adding it to the previous report to create a master
list is arduous and inefficient. There are numerous database software packages that are
capable of generating an accurate, updated substitute report every month. It should be a
relatively easy task for the MIS department to create a program for use by the personnel
office. It is, therefore, recommended that the MIS department creates a substitute caller
database and trains the personnel officein the use and maintenance of the database.

Sick Time Abuse

The team reviewed sck time codt to the didtrict. Using data supplied by the business office, we
extracted those individuds who had a minimum of two years employment and accumulated less
than four sick days. Our andyss found that the 2 employees who met the criteria could have
accumulated 2,412 sck days. However, this group had a tota of 16.3 days accumulated. This
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amounts to a subgtantial loss to the didrict, not only in subgtitute cogts, but aso in productivity.
Of the four employees on the lis with over 20 years of employment, three had no accumulated
sck time.

Recommendation:

The team reviewed negotiated agreements and Board Policy 4000 Series-Personnd for the
district policy on sick time abuse. Nether of the sources aitlined disciplinary action for
sck time abuse. A reduction in sick leave would result in significant cost savings for
substitute salaries and increased productivity in learning, while still permitting those with
legitimate illnesses to care for themselves. It isrecommended that the board develop a sick
time abuse policy with implementation and corrective disciplinary action as necessitated.

CONTRACTED SERVICES

L egal Fees

The digtrict paid $66,280 in legd fees during the 1995-96 school year and $66,638 during the
1996-97 school year. It expended $123,932 through March of the 1997-98 school year. Thisis
an increase of $57,294 over the previous year with three months gill remaining in the fiscd year.

A review of the vendor andyss did not indicate the reason for this dgnificant increese.  This
amount did not represent lega fees for representing the board in the recent matter involving the
superintendent’ s employment.

The Hopewel Vdley Board of Education has had a long-standing contractua relaionship with
their solicitor. The mogst recent contract available on file in the didrict is dated July 1, 1994.
Provisons included a $2,000 monthly retainer ($24,000 annua) and an hourly rate of $105 for
services not included in the retainer and $55 per hour for pardega services, plus expenses. The
review team believes that these rates are dill in effect. Hourly rates tend to range from $90 to
$150 per hour across the dtate for lega services. The board does keep track of the number of
hours performed by the solicitor. The team supports this management technique because it
provides important information regarding costs and services of their solicitor.

A comparison of didrict legd fees with nearby didricts paid in 1996-97 is shown beow.
Although legd fees pad are compaable, the retaner fee pad to Hopewdl's dtorney is
considerably higher.

LEGAL FEES
Didtrict Hopewdll Valley Lawrence Ewing Princeton
Retainer $24,000 $5,000 N/A 17,000
Hourly Rate $105 $120 N/A $140
Sdary N/A N/A $45,000 N/A
Totd Lega Expense* $66,638 $67,157 $47,730 $227,041

* Tota expensesinclude retainer fees and sdlary

Auditor Fees
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The auditor’s fees totaed $21,800 for the 1996-97 school year. A copy of the contract for the
auditing firm could not be located, nor is there any indication that the board has ever prepared
RFPs to seek compstitive dternative auditing services from other qualified accounting firms.
The reported contract fees were $21,000 for the annua audit and a rate of $95 per hour for
sarvices other than and beyond the audit. When these rates were compared with the same
digricts used in the comparison of legd fees, it was found that they paid a range of $16,500 in
Lawrence Township to $50,000 in Princeton (Ewing Twp. paid $28,565). Hopewdl's fees
appear to be appropriate for the sze and location of the digtrict.

Health Services

The digrict utilizes a number of hedth providers to provide medica services to the didrict. A
review of the expense ledger for 1996-97 reflected costs for these were $28,592. There were no
contracts of record with the providers available.

Recommendation:

The board and business administrator report that they have enjoyed long and harmonious
relationships with ther contracted service providers and are pleased with the services
provided. This may well be, but it may be in the best interests of the community for the
board to seek RFPs from other vendors for like servicesin order to ascertain that the rates
they are paying are competitive. Furthermore, t is incumbent upon the board to have
current and complete contractsfor all service providers.

STAFFING

There ae discrepancies in daffing levels, teschers  schedules, indructional loads and
teacher/pupil contact time across the digtrict, especidly n the high and middle schodls.  Some of
these are built into the negotiated agreement, athough they are not dl endorsed by the tota taff.
There are ds0 inequities created by contract, which should be corrected during the next
negotiaions. Theseinequitiesimpact upon the budget and the tax rate.

Recommendation:

Management should renegotiate teacher instructional schedules on a more equitable basis.
For example, if secondary teachers were assigned six class periods per day instead of five,
staffing could be reduced by approximately five positions at a saving of $272,000 (8x the
starting salary of $34,000).

Potential Savings. $272,000

Supervisors

There are four digtrict subject supervisors, who are specididts in their subject areas and a didtrict
helping teacher, whose primary responghilities are staff development and asssting new teschers.
In addition, there are eight head teachers in the middle school and teachers with department head
respongibilities in the high school. The didrict supervisors provide services primarily to the two
upper schools. The dementary schools receive very little assstance from the subject specididts.
The team questions whether this plan is in the best interests of the didtrict and whether it is the
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bet ddivery of services to daff, egpecidly in the dementary schools, where teachers are
higoricdly generdliss. We dso do not believe it is cogt effective for dementary teachers to be
pulled from class to write curricullum or to examine indructiond texts ad materids while
subgtitutes are hired to teach their classes.

Recommendation:

The review team recommends that the role of the subject supervisors and their
responsibilities in the areas of staff development and teacher assistance be delineated for
the purpose of effecting the most equitable delivery of servicesto the entire district in a cost
effective manner.

Teacher Assistants

According to the didrict dtaff directory, 56 teacher asigtants are employed throughout the
digrict. They are utilized in a number of ways. Some asss in specia education classes, some
in regular education classes, some paform clerical functions and assst the nurses, and others

assg in specidty programs.

In addition to sdary costs, there are other costs generated by the employment of teacher
assgants, such as, benefits, over time, extra duty pay, vacation pay, sck leave, persond leave,
and substitute costs to cover absences.

Recommendations:

The district needs to assess the role of each of the 56 teacher assistantsand determinetheir
need. It would appear that some reduction of this staff could be achieved without creating a
negative impact in the district. A reduction in the number of teacher assstants and related
costs would result in sgnificant savings One less assistant in each school would save
approximately $70,000

Cost Savings: $70,000

MANAGEMENT INFORMATION SYSTEMS

HVRSD actively pursues the integration of technology into al operations of the didrict. The
digrict has invested heavily into technology as dl buildings and departments are computerized
and connected into a wide area network (WAN). By September, 1998, the didtrict plans to have
aoproximately 950 computers for indructiond and adminidrative use.  The didtrict currently has
twdve file servers, six high school labs, two middie school labs and four dementary labs. Firg,
second and Sixth grades have sx computers in each classsoom. The 1998-99 budget provides for
gx computers to be placed in the third grade rooms. Eventudly, the didrict plans to have six
computers in every classoom. There are dso computers in other classsooms, as well as three
web file sarvers.  The libraries a the high school and middie school have a 48 bay CD tower
with 22 workgtations and 16 workgations, respectively. There is a T1 internet line into the
Tollgate School with internet access didributed to dl buildings. Each building has a network
and interfaces via an intranet with dl buildings aong with the gppropriate equipment to support
the WAN. The team receved many complaints regarding computer support. Based on our
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obsarvations, we fed the complaints are valid, as the rest of this section will demongrate. The
explosve growth of technology and the wesknesses found in the district need to be corrected.
The LGBR technology review does not extend to program evauation of software.

Organization/Staffing

A supervisor of technology currently heads the MIS department.  An organizational chart shows
14 full time pogtions with additiond part time dtaff. The supervisor of technology, the head of
the department, also supervises computer teachers. When we diminated the teachers and vacant
pogtions, we found the department has three technicians (including the technology supervisor),
one secretary and Sx pat time podstions. We diminated teachers since their duties focus on
technology integration in the indructiond sdting.  Computer responshilities outsde of ther
contract are usualy classified as extraduty and, therefore, subject to compensation.

We found the department’s use of part-time individuas to be an effective measure. There are
three part-time high school students earning $6.50 an hour, two part-time college students and
one part-time parent earning $11.00 an hour. This represents a subgtantial savings over the $25
to $30 hourly wage associated with a service contract or the salary of a full time employee. Yet
even with the use of part-time workers, the didrict is not able keep up with service requests. The
team was able to determine that it takes the didtrict anywhere from one day to three weeks to
resolve a problem. The digtrict currently budgets $12,000 for the part-time podtions I you
split the available funding between the $6.50 and $11 an-hour positions on a 33/66 percentage,
respectively, the digtrict funds the MIS department for an average of one hour a day for each part
time group.

In addition, the school fisca year conflicts with the MIS operationd year. Computer initiatives
ae genadly peformed during the summer months when mog of the faciliies ae vecan.
However, snce July and August represents the beginning of the fiscd year, the department
hestates on employing the students in case problems emerge when school is in sesson. The lack
of a complete staff, however, forces the didrict to use the part time help through out the school
year S0 that by year end, there is not enough funding left to begin summer projectsin June.

The team researched the proper daffing of a MIS depatment. We found various rétios of
technicians to computers and settled on a 1:125 ratio. We fed this ratio adequately supports the
generd organization with a desktop system, a Standardized suite of gpplications, access to file
and printer servers, and host-based legacy applications. It should dso be enough to handle the
tasks associated with network administration and computer repairs. Based on the 1:125 ratio, the
digrict should employ 7.6 FTE technicians. This number does not include the technology
supervisor, snce that postion has the responghbility for the department and the supervision of 85
computer teechers. Because the didrict engages in technology not found in the generd office
setting such as web dtes, network adminigtration, computer upgrades and repair, the didtrict
needs to employ technicians with multi-leve skills.

The team atempted to peform a work flow andyss to judify the addition of five more
positions. However, the department does not maintain a work order request system. In
November 1997, the technology supervisor developed work order forms, but the team found
inconsgtent use of the form. Based on the exising forms, we found computer repairs that took



days, and some times longer, to complete. In addition, once the work order was completed, it
was placed in a box with other requests. Had the department develop a database of work orders,
we may have been able to judify additiond daffing needs. Through the use of a database, the
department would also be able to target computers with higher maintenance cost for replacement.
The trangportation and maintenance department is in the process of purchasing a new work order
software package for their department. Its old work order program could easily be adapted to a
MIS work order system.

Recommendation:

Maintaining a work order sysem for the MIS department will help identify appropriate
staffing levels and defective equipment. With the planned integration of computers into all
classrooms, it is even more important that the department develop a computerized work
order system. It is, therefore, recommended the district transfer the old maintenance work
order system to the MIS department for conversion into a computer work order system.

To employ five additiond FTE technicians would cost the digtrict gpproximately $200,000 plus
benefits. However, because of the team’'s inability to perform a complete staffing assessment
based on the depatment’s workload, we cannot support the hiring of additiona full time saff.
Stll, the department desperately needs additional help. The team spoke with a loca university
gaff member who feds that their computer science program could supply the digtrict with much
needed hedp. Through internships and on campus recruitment, the district could attract college
students, who would be capable of meeting the district’s needs for the same $11 per hour wage
or lower. Thedistrict should dso employ additiona high school students at the $6.50 wage.

Recommendation:

It is recommended that the digrict increase the part-time work force in the MIS
department by six part-time positions and increase the existing part-time hours. Funding
should be for an average of 16 hours per week, at a cost to the district of approximately
$70,000.

Revenue Enhancement: $70,000

The team found some confusion in the organizationd reporting of the MIS gaff. Contrary to the
MIS organizationd chart, it gppears the coordinator of adminigtrative computing operations
reports to the busness administrator ingead of the supervisor of technology. While the
coordinator helps support the business software package, we found her performing tasks that are
usudly peformed by the busness adminidtrator, such as, generating standard financiad reports
dready incorporated into the business package. At the same time, because of dtaffing problems,
the supervisor of technology would send her to other schools to handle computer emergencies.
The confuson of organizetiona reporting is pat of the lack of prioritizetion of computing
savices. The busness office feds that its computer needs should have priority over the schools.
However, it appears that the supervisor of technology ranks school computer problems as the
priority.
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The team dso feds that mantaining three samal computer offices, two in the high school and one
in the adminigration office, compounds the exiging problems. The high school houses an
unsecured supply room and supervisor of technology’s office. The adminidration building has a
secured computer room complete with storage. The limited size of both offices contributes to the
decentrdized location of the digtricts file servers. The team often witnessed the MIS employees
going back and forth between the vaious buildings performing network adminigration and
collecting parts for computer repairs. The didrict can improve the department by centrdizing dl
file servers.

At the time of the report, the file server a Tollgate was in a non-ar conditioned conference room
and a server and parts room at the high school doubles as a career planning office. Both are in
non-secured areas and subject to tampering by unauthorized personnd.

Recommendation:

The lack of prioritization and a de-centralized department contribute to the inefficiency of
the computer services. It is, therefore, recommended that the district prioritize the
department’s responsbility and centralize all computing operations into the administration
building. By reocating the director of pupil services, the district could expand the current
computer office to house the entire department, establish a secured inventory area (see
computer inventory), and relocate all file servers to the one office.  The maintenance
department estimated building modification costs at  $4,000. The organizational
improvement of the department justifies the expense.

Value Added Cost: $4,000

Computer Inventory

As part of our review, the team requested a complete software, computer and parts inventory.
Without a complete computer depatment inventory, the district cannot mantan inventory
control or support an insurance clam. Inventory lists are dso critical as new purchases change
the didrict’'s appraisd inventory. The depatment supplied the team with a software and
computer inventory, but not a pat’s inventory. We found the lists not adequate for our review or
for an insurance dlam.

The computer inventory was a printout of the computer assgnments on the respective network.
It did not include computer manufecturer, type and peripheds. The software list was
incomplete, as it lised one verson of the district spreadsheet and three versons of the word
processing package. The team was able to determine that the digtrict has at least three versions
of the spread sheet package and five versons of the word processor software. The complete lack
of a pats inventory prohibits the depatment from determining ether inventory losses or the
need to order additional parts.

All computer parts are located in an office across from the supervisor of technology office. The
room aso serves as a didrict computer storage facility and career planning office. We found that
the digtrict uses the front area of the computer Iab room in the Tollgate School as a parts Sorage
aea, which is not a safe environment for children Both areas are accessible to non-department
personnel. As mentioned above, thereis no inventory listing for either area,
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HVRSD dso needs to develop a supply of inventory parts to support the 1,000 computers. An
inventory of hard drives, video cards, motherboards, memory, cables and other parts are
necessary for minimizing down time. During our tour, the department had one hard drive and
video card avallable as back up parts. Emergency purchases are made on a routine basis, and
often, department personnel use persond credit cards if the vendor will not accept a purchase
order number over the phone. The digtrict should be careful not to create a large parts inventory,
as computer parts reduce in price over time.

Recommendation:

Inventories are critical to insurance claims and inventory control. It is imperative that the
digtrict perform a complete inventory of hardware and software. Once the lists are
complete, the department should verify that it has the necessary licenses for the software.
In addition, a limited parts inventory should be developed and located in an area accessible
to department personnd only.

Technology Purchasing

The team found the depatment extremey efficient in the purchase of computer pats and
supplies.  Department personnel congtantly scour computer fairs and use mail order whenever
possible. As a reault, the department saved approximately $5,000 over a seven-month period.
Additiondly, depatment personnd negotiated printer cartridges 60% below retaill prices a a
computer show. We caution the didrict to insure that multiple purchases of a specific item do
not violate bidding laws.

The didrict purchases dl computers under date contract. The department feds it offers the
gregtest protection in maintaining uniformity for al disrict computers. The didrict could redize
a leest 30% savings by issuing RFP's for computers. By including hardware specifications in
the RFP, the didrict would mantain the uniformity that the department seeks. If the didtrict
chooses to join the West/Central Cooperative as mentioned in the business section, the digtrict
can save money over sate contract by purchasing computers through the cooperative.

Recommendation:

Purchasing computers under state contract vendors increases the cost of the computer by
as much as 30%. Given the level of expertise of the MIS department, the team feels the
district should issue RFP's for computer purchasing. It is, therefore, recommended that
the MIS department issue RFP's for all future computer purchases. In addition,
participation in the West Central Cooper ative may yield additional savings.

The team found department personnel using persond credit cards for purchasng parts or
merchandise.  When the parent-teacher organization & Tollgate donates computer-related items,
the computer coordinator uses a persond credit card and submits the receipt to the PTO for
rembursement. The supervisor of technology uses persona credit cards to make purchases
when avendor will not accept averba purchase order for an emergency purchase.
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Recommendation:

The use of personal credit cards by department members is inappropriate. Maintaining an
inventory of parts and using a petty cash account would solve this problem. It is, therefore,
recommended that the district create a $1,500 petty cash account for the MIS department.
Consdering the price of computer parts, the petty cash account should have a maximum
purchase cap of $300 dollars. Once the MIS department has established a parts inventory,
the district should reduce the petty cash account to $ 1,000 dollars.

Community Support

The didrict benefits from  strong community support. Much of the wiring in the school digtrict
was performed by community volunteers. The technology committee has volunteers from those
employed in the industry and a prominent universty.  Tollgate routindy receives Apple
computer donations, enough to outfit the entire lab with parts to spare. It is edtimated that
community support has saved the district over $100,000 in computer related expenses. In
addition, the parent-teacher organizations donated over $14,000 in computer technology to Bear
Tavern, Hopewell and Tollgate Schools.

Mercer Net

The didrict paticipaes in Mercer County Community Colleges Mercer Net program.
Essentidly, the program networks locd area school classrooms into one ingructiond setting. It
dlows schools to offer specidized ingruction that otherwise would be cost prohibitive.  One
classsoom in each school has video sending and receiving equipment that adlows viewers to see
dl paticipants during the class room ingruction. Inddlation and cost of the equipment was
covered with grant funds through Mercer Net. However, the didrict did have to dgn a
participation contract to the year 2000. Beginning July 1, 1998, the district would have to pay a
monthly charge of $930 to cover the cogt of internet access. This charge is in addition to what
the digtrict currently pays for it's own internet access. At the time of our review, Mercer Net was
without a coordinator and subsequently much of the ingtructiond benefit the district hoped to
receve has not materidized. Further program offerings and participation was limited. In fact,
we found the system to be nothing more than a video conferencing center between the schools
participating in the program. During our tour, the Mercer Net room was used as astudy hdl.

Recommendation:

The digtrict is currently locked into Mercer Net until the year 2000. In its current state,
there appears o be very little benefit to the students. It is, therefore, recommended that
the superintendent and the supervisor of technology meet with Mercer County Community
College and other participating school districts in an effort to revitalize the Mercer Net

program.

Internet Access

HVRSD has internet access for dl school buildings a an educationa discount cost  of
goproximately $1,400 a month. Since the didrict currently has a T1 communicetion line, the
MIS depatment should explore the option of becoming an internet service provider. The didtrict
has srong teacher parent organizations and community support. The team feds the didtrict may
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generae revenue by becoming a resdler of internet access to the community. The additiond
revenue could offset the additional staff the department desperately needs.

Recommendation:

The district should investigate the possibility of becoming an internet service provider.
Any decision relativeto this should bereviewed by the board attorney.

Conclusion

HVRSD has invested heavily in technology, but not in the support saff required to maintain such
a large infragtructure. As of September, 1998, the digtrict will have gpproximady four FTE
technicians responsible for 950 computers. This is a ratio of 1:250. If the district chooses to
maintain and expand technology, it must take the steps now to creste one centralized department.
The underdaffed depatment and multiple offices directly contribute to many of the
inefficiencies aited in this section and the complaints we received during our review.

COMMUNICATIONS

The digtrict has six celular phones and funds them through an open purchase order for $5,000
annudly. The phones are issued to a board member, superintendent, business adminigtrator,
facilities director, athletic director and the ahletic trainer. In our review of the phone hbills, we
found phone numbers not associated with the HVRSD telephone exchange and severd made
from out of the regiond caling area to locations such as Wisconsn and Massachusetts.  Cell
phones are a costly convenience when school or office phones are close by. We aso found
phones not used, but ill incurring the monthly service fee. The LGBR recognizes that the
digrict may fed the need to communicate with its top adminigtrators, however, the use of pagers
or the current communication sysem in the trangportation department (see below) would serve
the same function as the cdl phones, but a a reduced cost. The team dso bdieves that the
issuance of cdl phones to board membersis an ingppropriate cost to the didtrict.

During the six weeks of the LGBR vist, we rardy saw the recipients of the phones out of the
office. Perhgps a more efficient communication syssem would be to purchase additiond portable
radios smilar to the FCC licensed communication devices utilized in the trangportation and
faclities depatment.  Through the use of mobile and hand-hdd wakie-takies, these daff
members have the ability to remain in contact with its work force at dl times. The range d ther
equipment, through the use of exising relay towers, dretches from Somerset to Burlington
county, more than enough for the didtrict to contact administrators (or vice versa) who are not in
the office. The cost of the units would be limited to a ae-time purchase of $500 for a mobile
unit and $700 for a hand-hed unit.

Recommendation:
Cdlular phones represent a luxury which costs the taxpayers $5,000 annually. It is,
therefore, recommended that the district terminate the cellular phone service and invest in

the purchase of additional communication devices currently in use by the transportation
and facilities department.
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Cost Savings After Initial Investment: $5,000

Pagers

The team identified three pager cariers providing twenty-three pagers to district employees.
We found pager service rates ranging from $ 7.95 to $19.95 a month. The didrict spends
approximately $2,303 dollars a year for this service. The review team compared these cods to
current market and found plans ranging from $ 2.49 a month, not including the cost of a pager,
with a 100 cdls per month limitation to $ 4.95 a month, including a leased pager, and unlimited
pages. In addition, the use of three different sarvices was a result of individua departments
negotiating separate contracts with the vendors.

Recommendations:

The business office should be responsible for negotiating contracts for all services the
district may require. Individual departments procuring their own services is not an
efficient use of district funds or personne. In addition, since paging services have become
competitive, it is recommended that the district centralize the paging service, evaluate
current usage and select the appropriate plan to maximize savings.

Cost Savings: $ 1,000

Phones

From July, 1997, through April, 1998, the district made approximately 160,787 locd and toll
cdls and 29,959 long distance phone calls a a cost of about $45,000 and $15,500, respectively.
The team identified 2,375 cdls to the loca and long distance directory assstance service a a
cost to taxpayers of $1,382. We found numerous cases where the caler utilized the automatic
diding feature coding the didrict additiond fees The team feds the digtrict should implement
the necessary policy to reduce the number of directory assstance cals, and prohibit users from
having directory assstance automaticaly did the number.

Our review aso discovered 31 cdls made to foreign countries originating from Centra High and
Tall Gate. While Tall Gat€'s international phone cals were dl to Canada, we found cdls to the
Ukraine and multiple cdls to France and Egypt, which were made from the high schoal. In
comparing the phone cals to the phone log the team found the calls were not accounted for, as
required by didtrict policy.

As a result of not being able to account for the internationad phone calls, the team examined the
phone logs from two schools. We found that during a two-month period less than 7% of the cdls
could be accounted for, in spite of a digtrict policy that requires dl cdls to be logged. In generd,
secretaries complained that they can spend “hours’ atempting to match the phone hills to the
logs. One secretary indicated that she created an historical database of outgoing cals and users
using the phone logs. Her method alows her to match prior phone logs to the current phone hill.
The team was informed that severd of the schools have phones inddled in each classsoom with
access into the phone sysem via persond identification numbers, and that the district had
goproved funding for classroom telephones to be inddled in the rest of the digtrict during the
1998-99 school year. Through the system, the district can recoup and account for many of the
cdls made. The team suggests that, once the indalation is complete, the board adopts a policy
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that stipulates dl cdls should continue to be logged and that unaccounted cdls listed under the
PIN number be charged to the user.

The team dso noticed that the Bear Tavern School participated in a program caled “Intraata’
provided by the digtrict’s long distance phone service. The program is equivadent to the standard
toll cal program provided by the local telephone company. We contacted both phone services
and found that the digtrict was being charged $0.16 a minute for toll cals by the locd phone
company and $0.10 aminute by the long distance company.

Recommendation:

From July, 1997 through April, 1998, the district spent $5,704 on toll calls under the local
telephone company. The same calls under the “Intralata” program would have cost $3,565.
It is, therefore, recommended that the district switch their toll service from the local phone
company to the long distance phone company and reduce the number of directory
assistance calls, for a savings of $3,000. Tighter control and accountability of personal calls
would reap additional savings.

Cost Savings: $3,000

FOOD SERVICE (ENTERPRISE FUND)

HVRSD began competitively contracting food service operations in the 1993/94 school yesar.
The business office last issued an RFP at the end of the 1994/95 school year that offered a one
year contract with an option for two additiond one year renewas. The current vendor’s contract
expires June 30, 1999, a which time anew RFP will be issued.

The program offers lunches a dl schools. In generd, we found the faciliies varying in
conditions. Recent condruction to Hopewdl and Tollgate included modernizing the cafeterias.
However, the condruction at the High School and Bear Tavern did not address the facility needs
of the food service program. For example, the high school has two smal cafeterias that crestes a
tendency for lunch paying students to eat in one room and “brown baggers’ to eat in another.
The team noticed food service workers using school desks as worktables. In addition, it appears
that the cafeteria has subgtandard lighting and old refrigeration units.  Timberlane needs
replacement ovens and additiond storage space. Bear Tavern dso has a storage problem adong
with an extremely small kitchen. Cafeteriatables are used as serving tables.

In an effort to improve profitability, the current vendor has invested funds in the lease purchase
of a dishwasher a the high school, and the vendor dso pad for a fryer. The exiging dishwasher
was not hesting the water to Department of Hedlth levels. The fryer was needed to improve the
qudity of food served to the sudents. The vendor dso had to supply the didrict with a
computer. Normdly, the funding for these itemsiis the respongibility of the school didtrict.

Based on limited documentation provided by the didrict, it appears the current vendor has

improved the overdl lunch participation rates. When the business office issued the 1996 RFP,
they included student lunch participation rate averages of 18%, 16% and 16% for the months of
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September, October and November, respectively. The 1996/97 food service audit review
showed increases to 34%, 35%, and 36% for the same time period.

Since competitive contracting began in 1993, the didtrict has been able to reduce the amount of
digrict funding. Operating revenues have increased, while operating losses have decreased. The
following table shows the financid reporting of the enterprise fund as reported in the CAFR
reports:

ENTERPRISE FUND

1996-97 1995-96 1994-95 1993-94

School Year School Year School Year School Year
Operating $514,276 $491,417 $485,123 $379,375
Revenues
Operating $590,836 $575,818 $565,152 $478,792
Expenses
Operating ($76,560) ($84,401) $(80,029) $(99,417)
Loss/Gans
Non-Operating $63,077 $46,686 $46,739 $20,970
Revenue
Board Subsidy $12,000 $15,000 $40,000 $103,756
Net Income/Loss ($1,483) ($22,715) $113,114 $90,399
Retained $90,399 $113,114 $106,404 $79,095
Earnings 7/1
Retained $88,916 $90,399 $113,114 $106,404
Earnings 6/30

Note: Board Subsidy is generdly included in “NonOperating Revenue.”

We firmly believe, based on prior reviews, that enterprise operations should be profitable and
free of board subsdy. As this table indicates, the board contributed $170,756 dollars between
1993 and 1997. The board contributions hide the true net incomefloss. Excluding board
contributions for the same time period, instead of showing a $179,315 net gain, the didtrict
actudly incurred a $162,935 net loss. Still, it is important to note that board subsidy and net
income losses have decreased over the four-year period. The current vendor estimates that the
digrict will report a profit for the 1997-98 school year and they project that the 1998-99 school
year will be the firsg year in which the fund will not need the board subsdy, if the boad
approves the proposed new lunch rates.

The team aso found that the didrict provides a vehicle to the food service company, which is
maintained by the trangportation and maintenance department. This amounts to the
trangportation and maintenance depatment's subddizing the enterprise fund with  vehidle
maintenance funds while preventing the didtrict from knowing the true cost of the food service
program. The 1997/98 cost of maintenance for the vehicle was $925 dollars.

Recommendation:
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Revenues generated under the enterprise operation cannot be transferred or used for any
other district programs. Since the vehicle is not used for any other purpose, maintenance
costs should be charged to the food service program. Therefore, it is recommended that all
maintenance expenses be reimbur sed by the enterprise fund.

Vending

The high school houses vending machines that are operated by a private vendor. The vendor
glits the profits with the high school student government. Moneys are placed in the student
activity fund, which has a cetificate of depost worth $75,000 in addition to the activity
checking account. There is a company whose product meets the Bureau of Child Nutrition
program guiddines and generates gpproximately $.12 to $17 profit per child per day.
Ingtdlation and the vending machines are free. Based on current enrollment, this would produce
an annud profit of $17,894. This additiond income could eiminate the need for board
subsidies, aswedl as, continuing to provide income to support student activities.

Recommendation:

The district needs to work closaly with the food service management program to identify
ways to make the enterprise fund self-sufficient. Therefore, it is recommended that the
digrict replace the current vending machines with new machines and products that will
produce a greater return than the present line.

Revenue Enhancement: $17,894

In addition, the business administrator and board should meet with the food service
management company to identify additional ways to increase participation in the lunch
program. The conditions mentioned above warrant attention and any expenses associated
with the program can be funded through the enterprise fund.

CUSTODIAL SERVICES

LGBR peformed a complete cusodid daffing level and cost andyss based on two
benchmarking dudies. The Association of Physcd Plant Adminigtrators of Univerdties and
Colleges (APPAUC) issues a study that provides appropriate staffing levels and The American
Schools and Universty Facilities Purchasing and Business Adminigration, (AS&U) compiles a
report which provides information on competitive cleaning coss on a regiond bass. The
APPAUC developed guiddines identifying the number of custodians required to cleen specific
aress, such as washrooms, offices, and classooms a a specific cleaning leve. The AS&U
researched the New Jersey and New York area and established a custodia payroll cost of $1.81
per square foot benchmark for the 1997-98 school year. In addition, the AS&U provides an
average payroll cost per pupil cost of $275.60.

The APPAUC developed a daffing level assessment that determines the number of custodians
required to achieve a specific cleeaning levd. The sudy identifies five deaning levels Levd 1 -
Orderly Spotlessness, Leve 2 - Ordinary Tidiness, Leve 3 - Casud Indtention, Levd 4 -
Moderate Dinginess and Leved 5 - Unkempt Neglect. As part of the assessment, the team toured
the faciliies. Our review found a condstent cleanliness level of Ordinary Tidiness or Leve 2.
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Also incorporated into the sudy are specific condgderations for the cleaning of classrooms,
science labs, offices, washrooms, locker rooms, storage and public areas. We then compared our
findings to the gaffing level assessments. Theresults are listed in the table below.

Our andyss usudly focuses on the most recent complete school year. However, because of
recent additions, the team focused on the 1997/98 school year instead. During the review period,
the team requested information regarding the cleaning square footage area in each didtrict
buildng. The budness office provided a daffing leved andyds peformed prior to the
completion of the new additions  The trangportation, mantenance and cudtodid office
developed numbers from the architectura drawings of each building. Findly, the team found the
gross square footage lisgted in the digtrict’'s appraisal report from September, 1997. The anayss
of the data from the three sources found substantia differences in the square footage of dl three
sources.  The business office's daffing level assessment used a totd square footage of 556,563,
the trangportation, maintenance and cugtodid office developed a footage of 398,191 and the
appraisa report listed the gross footage as 508,924.

Based on experience, the team multiplied the gross footage by .9 to determine the interior
cleaning area of 456,076. Because of the detall, the transportation, maintenance and custodian’'s
data was used for the gdaffing level assessment. Using the 1997-98 custodial supply account, we
edimate the digtrict will spend gpproximately $67,683 on cleaning supplies.  Using the appraisa
square footage we determined a supply cost per square foot of $0.15.



Hopewell Custodial Staffing Level/Cost Analysis
School Cost Number of LGBR Level 1 | Level 2 Level 3
Name Sq./Ft | Cugodians Cleaning Spotless- | Tidiness | Inattention
Assessment ness

(# of janitors needed to achieve level)
Admin BId. $1.39 1(PT) Leve 2 1.65 .96 .35
Bear Tavern $3.43 4 Leve 2 6.93 3.75 2.04
Hopewell $2.93 6(2PT) Leve 2 5.78 3.10 1.80
Tollgate $3.49 3 Leve 2 4.83 2.55 1.37
Timberlane $2.13 7(1PT) Leve 2 14.87 8.01 5.05
Centrd High $0.87 8 Level 2 16.31 8.73 5.56
Summary $2.62 29 Leve 2 50.82 27.10 16.15
HVRSD $262| AXU cost $1.81
Totd Sg/ft per So./ft
HVRSD cost | $363.40| AS&U cost $275.60
per pupil per pupil

Our andysis identifies three specific issues. The fird issue deds with the variances in cost per
square foot among the facilities. This resulted from the increase in the custodid dtaff because of
the recent additions. Since most new employees are hired a the bottom of the negotiated pay
scae, the cost per square footage decreases for those newer facilities. The team feds that
eventudly the custodid cogt in dl the buildings will be smilar.

The second issue deds with gaffing problems a severa of the schools. Based on the above
chart, the district could better utilize its custodid daff by splitting personnd between schools.
For example, it appears Hopewell Elementary is over-daffed with sx employees (4 full time and
2 pat time) and should have a Leve One assessment. Additiond daffing problems occur at
Tollgate and Timberlane, which agppear to be under-gaffed and Centrad High and Bear Tavern
appear to be over-daffed. As the table indicates, the didrict could better utilize their staff by
reessigning and “sharing” cugtodians between schools. The apparent over-daffing of employees
aso indicates that the district could diminate the cost of subgtitute custodians.

The find issue deds with Hopewdl's $2.62 (.80 above average) per square foot cost as
compared to the $ 1.81 AS&U-New York and New Jersey regiona payroll cost for school
facilities. Using the gppraisd company’s square footage and factoring in a $0.15 cost per square
foot for supplies, the didtrict could save $367,175 by contracting custodid services. Additiona
savings would come from the eimination of $25,200 gppropriated for subgtitute custodians.

The team recognizes the didtrict’s concern about dedling with private vendors in school buildings
when children are present. The didrict can ded with this issue by continuing to employ one
custodian per school who would be on duty during those hours when the schoal is in sesson and
contracting for custodia services to occur after school hours. Non-school groups, which use the
buildings for activities, would continue to reimburse the digtrict as per digtrict policy.

Recommendation:
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Given the dgnificant savings the district would realize through competitive contracting, the
team recommends that the district privatize custodial service for savings of approximately
$ 367,175. As aresult of privatization, the district would realize an additional $ 25,200
through the elimination of custodial substitutes.

Cost Savings: $392,375

An option would be to reduce the total custodial staff by two full time postions resulting in
approximate savings of $ 94,152.
Optional Cost Savings: $94,152

TRANSPORTATION

Hopewd| Vadley Regiona School Didrict covers a large geographic area (gpproximately 60
sguare miles), with a diverse traffic pattern of mgor highways, smdl rurd roads and two busy
town centers.  The didrict has traffic patterns that condgst mainly of commuters on mgor
thoroughfares on their way to the mgor highways or to train dations in Princeton and Princeton
Junction. Route 31, which is the mgor western area north / south highway, is very heavily
congested, especidly during the morning rush hour when students are going to school. As a
result, buses have a difficult time navigating streets and roads a thistime.

The digtrict provides busng to 2,528 students on 77 routes. For a variety of reasons, courtesy
busing is provided to 647 students. Not al buses are running at capacity. In fact, out of the 77
routes, only 37 are running with 40 or more students and an additiond 16 buses run with 20 or
more sudents. This leaves 24 buses that carry less than 20 students. Routing was aso reported
to be inefficient. An example given by parents is that there are 2 to 3 buses with routes in the
Brandon Farms Development which are consstently half filled.

The didrict provides Aid In Lieu of trangportation to 253 students who attend other than district
schools.  The money is paid directly to parents to lessen the burden of providing busng as
mandated. They are reimbursed up to a maximum, which is set by the Department of Education
on an annud bass If the cost of trangporting these students is higher than this maximum, the
didrict is obligated to pay Aid in Lieu of trangportation and the parents must provide their own
trangportation.

In bidding its routes, the didtrict must project its transportation needs based on the anticipated
growth in enrdlment over a five-year period in a rgpidly growing community. The didrict adso
places middle and high schools on the same bus routes since the schools are adjacent to each
other. Elementary schools have individua routes since they are located some distance gpart.

Most of the students in the High School, the Middle School and the Bear Tavern School are
trangported. Most of the students in the other two eementary schools, except for those residing
in the Brandon Farms devdopment who attend Hopewel Elementary, live within waking
digance to their schools. Some of these dudents recelve courtesy busing. The didrict has
atempted to inditute subscription busing in recent years for these sudents. LGBR supports this
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concept, plus the use of crossing guards and the inddlation of sdewaks, where needed, to
reduce or eiminate courtesy busing.

According to the 1996-97 CAFRA report, the district spent $1,132,935 on regular education
transportation. The district estimates it spent $1,156,637 in 1997-98. Information provided by
the district’s October, 1997 transportation report stated that approximately 25 % of the students
transported receive courtesy busing. If the digtrict were to inditute subscription transportation
for dl these students, the district could save about $289,159. This cadculates to an annud
subscription charge of $447 per student. The didtrict could inditute varying payment plans to
asg families with these costs, such as reduced rates for multiple children families and reduced,
or no, feesto families digible for free or reduced priced lunches.

The County Superintendent of Schools must gpprove dl school district transportation contracts.
Recently, the County Superintendent threatened to rgect al contracts due to a minor procedura
eror. The contracts were bid properly and in a timey manner. However, they were not
submitted to the county in a timey manner. This was dlegedly caused by a daff turnover and
the lack of a purchase order tracking sysem. The County Superintendent indicated that al
contracts should be rebid due to the deficiency. If this were to occur, it could sgnificantly
increese the cost of trangportation for the didtrict by an estimated $200,000. Hopefully, this
procedural error can be resolved without having to rebid the routes.

Out-of-didtrict trangportation is provided by a jointure with the county. This is not without
problems in coordination and timing. The county system had scheduled some students to be on a
bus for over three hours daily. Should the didtrict be able to opt out of this arrangement and form
dternate jointures with contiguous digtricts, efficiency and savings could result.

Recommendations:

The dstrict should ingtitute subscription busing to replace courtesy busing. If the district
ingtituted subscription busing, with consderation given for families with more than one
child or with economic hardship, the saving to taxpayer s would be at least $200,000.

Cost Savings: $200,000

In lieu of charging high school students a fee to park in the school lot, the district should
consider a policy, whereby, a student relinquishes his seat on the school bus for a permit to
park in thelot.

The digrict should consider rebidding its transportation. There are 77 routes and the
digtrict paid $1.156 million last year for regular transportation, an average cost of $15,013
per route. If the district could conservatively reduce its number of routes by 12, it could
save $180,156.

Cost Savings: $180,156

The digtrict should pursue shared service transportation opportunities by forming
jointures with contiguous digtricts for out-of-district transportation. The office of Pupil
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Trangportation in DOE could assg in providing information about existing consortiums
and in forming new ones.

A coordinated effort should be made by the Director of Pupil Personne Services and the
Director of Transportation to provide cost effective transportation for classfied students in
outside placements.

Total Transportation Cost Savings: $380,156

FACILITIES

The didrict has made subgtantid improvements to its facilities in recent years as the result of two
successful bond referendums in 1992 and 1996. The first was for renovation and repar, while
the second was for building additions. The work was done to correct years of neglect, to meet the
needs of a growing enrollment and to provide facilities cgpable of ddivering an appropriate
educationd program to the students of the didrict. Results, for the most part, were very postive
with upgrades and first class additions added to three of the schools. However, some of the
contractors have falled to provide a qudity level of performance, which resulted in some jobs
being done poorly and others being incomplete.  There are law suits filed in order to remedy the
problems.

Further, there is evidence of extensve water damage in severd of the buildings. Timberlane and
Bear Tavern Schools have subgtantial roof lesks and/or dructura damage. There are dso
subgtantid lesks in the lower level cdlasssooms around the foundation in Toll Gate School. Some
of these lesks may have caused sructurd damage. These conditions have existed for some time
without proper repair and attention, in spite of requests from the principas. Reportedly, there is
a Board Policy that prohibits repars while school is in sesson. A review of the district’s Board
Policy Manud failed to disclose such a policy. The eroson and continuing damage caused by
heavy rainswill escdate the costsif conditions are not corrected soon.

The board seems to place a higher priority upon projects such as stage lighting and cosmetic
remodeling than on repairs, which address conditions that are hazardous and unhedthy, such as
the aforementioned water damage. Attention should be given to conditions which impact hedth
and sefety.

Recommendation:
The board should adhere to its approved Five-Year Maintenance Plan. Exceptions should

only be made for emergencies and to address the priority health and safety issues that exist
in thedigrict.
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Storage Areas

Another criticd area of concern noted is the lack of storage space throughout the digtrict. This
necesstates the purchase of supplies and materids in smaler quantities and a higher prices than
would occur if adequate storage was available. This adso increases the number of purchase orders
required.

Examples of tight storage conditions include the use of the second floor ladies room in the
adminidrative offices to gtore digtrict records; the use of the metal shop in the high school (room
113) to store business office records and the use of a portion of the basement of Hopewell
Elementary to store unused furnishings and didrict files which eiminates the use of this area for
building storage needs. Severd pieces of grounds equipment are left outside, exposed to the
dements, at the maintenance facility behind the adminigtrative offices and the storage shed a the
Bear Tavern School was dismantled and not replaced.

Use of School Facilities

Community organizations are permitted, under specific circumdances, to utilize school facilities.
Boad policy (# 1330, revised 1994) specificdly dates the types of activities which are
permitted. The board should consder expanding the use of didrict facilities by community
organizations and a fee schedule should be developed for such use, which would cover digtrict
expenses.

Recommendation:

If the board would expand the use of school facilities by community organizations and
increase the fee schedule by 10 % to meet current custodial costs, an income of over $3,900
would be generated.

Revenue Enhancement: $3,900

Work Order Requests

The processing of work orders for repairs and maintenance is handled by the Office of Buildings
and Grounds. The Director of Buildings and Grounds also serves as Director of Transportation.

Concerns were raised throughout the didrict reative to the timeliness of work orders being
completed. The maintenance office keeps records of al work requests, which include dl the
pertinent data related to the task. There were over 1,400 requests from Timberlane for the period
12/1/95 to 6/8/98. Hopewd| Elementary School’s custodid office had 80 pages of requests with
many of them being repeat items. Work orders on file did not indicate the status or the priority
of the request. It was dso noted that there was no consstency in the actuad work order forms
used from school to schoal.

Team observations based upon a review of work orders indicate that there are some
adminigrative problems. Work orders are not aways explicit concerning the detalls of the work
to be completed and the person submitting the request is not aways informed of the status of
his’her request. Organization is needed to address these Stuations expeditioudy.
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Recommendations:

Several observations relative to possible changes that could help provide relief for some of
the facility needsinclude the following:

Consderation should be given to usng the old gymnasum that is part of the
administration building for central storage, thereby, returning some storage space for use
by schools. The part time use of this facility by the YMCA could be rescheduled to one of
the auxiliary gymsin the Middle School.

Shared service arrangements should be negotiated with Hopewel Township for the use of
unused maintenance bays in the township facility which would free the space behind the
adminigtration building for maintenance equipment storage. This would be consderably
less costly than constructing new storage facilities.

The metal works room (# 113) in the high school, currently used for storage, should be
converted into a televison and production studio to enhance the program’s setting and
permit expanson of program offerings. This move would make available a much needed
classroom.

Another option would be to convert room 113 into two health education classrooms.

The building housing the transportation and maintenance offices is not appropriate for this
use. These offices could be relocated to the extra conference room in the administration
building. The spaces where the offices are currently housed could then be used for bulk
stor age.

Expand the computer room spaceto allow for the centralization of computer operations.

Increase the facilities use fee for district facilities as proposed to realize increased income of
approximately $3,900.

DISTRICT OWNED PROPERTY

School didricts have the obligation to provide adequate educationd facilities in which to educate
their sudent population. Serious congderations must be given to the sze and location of school
gtes and to future school sSte needs. The LGBR review of the Hopewdl Valey School Didrict's
land holdings indicated that the digtrict owns nearly 250 acres of tax-free real edtate. The
following chart ligs this acreege:
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HOPEWELL VALLEY REGIONAL SCHOOL DISTRICT LAND HOLDINGS

SITE LOCATION PARCELS TOTAL ACREAGE
Centrd High School 38.82 acres 38.82 acres
Timberlane Middle School 43.08, 2.76, & 62.44 acres  108.28 acres

Bear Tavern School 27.32 acres 27.32 acres

Hopewe | Elementary 14.28, 8.67, 3.52 acres 26.47 acres

Toll Gate Schoal 9.45 acres 9.45 acres
Adminigration Building 7.60 acres 7.60 acres

Vacant Land 30.31 acres 30.31 acres

24831 TOTAL ACRES

NOTE: This does not include nine acres dedicated by the Brandon Farms development for
an elementary school, raising the total to 257.31 acres.

A survey of comparable area school didricts reveded that: Princeton Regionad School Didtrict
with gx schools and an adminigtration building has a tota of 89.9 acres (less than Timberlane
done); East Windsor School Didrict with sx schools and an adminigtration building, has a totd
of 151.99 acres, Ewing Township School Didrict with five schools, an adminigtration building
and a building for support services, has 1335 acres; and Lawrence Township School Didtrict
with seven schools and an administration building, has 97 acres.

Population projection data provided by the district anticipates an increase of 2,679 esidents for
the period 1998-2003. Hopewell Township's population is projected to increase by 2,736 while
Pennington is projected to drop by 60 residents and Hopewell Borough is expected to remain
gable. The population changes for 1993-1998 were relaively smilar. Projected population
growth usudly results in the need for additiond school faciliies  The aea experiencing
ggnificant population growth is Hopewdl Township. The school didrict asked the county to
donate property for future school needs but the county rejected the request.

Hopewdl Township, unlike Hopewdl and Pennington Boroughs, has a consderable amount of
land avalable for expanson. This is evident when one looks & the acreage surrounding the
High Schooal, the Middle School and Bear Tavern School. A total of 174.42 acres surround these
schools. Thetownship is dso the only areawhere there is anticipated future population growth.

Existing acreage would appear to be more than adequate to meet any and dl expansion needs
that might occur in the township, especidly when there is an additiona nine acres dready
dedicated for an eementay school in Brandon Fams. Given this circumstance, it seems
reasonable that the district consder reducing its property holdings.

Recommendation:
The district should consider offering some of its land to the township to be developed for
recreational use or to meet other appropriate township needs while preserving the quality

of open space that presently exits. The township might consider pursuing Green Acres
funding to preserve these open spaces.
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SPECIAL EDUCATION

Students who have been identified as learning dissbled and classfied as having one or more
disabilities are provided with an gppropriate individua educationd plan as prescribed by federd
and date law. This plan prescribing the setting, as well as the necessary aids and appropriate
rlaed services, must be adhered to in order to assure meeting each classfied Sudent’'s
educational needs.

The didrict has endeavored to ddiver a qudity specid education program for its classfied
dudents, in accordance with date guiddines and federd regulations. Through various methods,
there is a concerted effort to provide the remediation necessary to meet the needs of every
dudent in the program(s). Staffing to deiver the various aspects of this program during the
1998-99 schoal year is expected to include the following: seven specid education teachers a the
high school; nine a the middle school; ten in the dementary schools, ahdf-time person for both
the pre-school and resource room programs, nine child study team members, two full time and
three part time speech/language specidigts; an occupationa thergpist and three secretaries.

At the present time the guidance and media supervisors, who have district wide responsibilities
in their own areas, share the duties of supervisng specia education. This type of dructure is felt
to limit the time they can devote to addressng specid education issues and responghilities.
With about 120 classfied students at the high school, it would appear that consderation should
be given to making an alowance that would provide a more suitable supervisory setup.

Recommendation:

It is recommended that the digtrict review the supervisory structure for special education.
Based on the number of students and staff involved in this program, consideration should
be given to reorganizing administrative staff in order to provide appropriate leadership for
this program.

Child Study Teams

The didrict has eight full time and two pat-time (socid workers) child study team (CST)
members for an equivadent of nine podtions. These daff members are organized into three
teams. Each team is composed of three members including a psychologist, a learning disability
teacher consultant and a socid worker. All team members hold the gppropriate State certificate
for their respective podtions. One team is assigned to the high school, a second team is assgned
four days per week at the middie school and one day a Toll Gate School. The remaning team
divides its time between Bear Tavern and Hopewel Elementary Schools. As of December 1,
1997, the CSTs were assigned as managers for a tota of 499 cases. In-didrict placements
accounted for 426 classified students. Approximaey 10 % (49) of the students were out-of-
digrict placements, while another 24 classfied sudents were placed in non-public schools.
Included in the regular functions of the CST were the determination of specid education
dighility, re-evduaions, devdoping and monitoring individudized educationd programs,
conducting placement conferences and consultations, testing and other related activities or
services.
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One of the consgtent concerns raised during the review was the ever escdating cost of specid
education, its impact upon the digtrict’'s budget and, ultimatdly, its effect on the taxpayers. The
New Jersey State Board of Education adopted the Specid Education Regulations, N.JA.C.
6A:14-1.1 et. seg. on June 3, 1998, effective July 6, 1998. As pat of the regulation, digtricts
may have reductions in the number of re-evaduations they will be required to peform. The
gpecia services department annually processes about 350 |.E.P.s (1997-98) which include 70 re-
evduations. The new regulaion will probably not have any meaningful fiscd impact on the unit
during the first year. Potentid savings should be redized in future school years, provided that
there is not alarge increase in the number of classified studentsto be served.

Additiondly, the provisons of the above noted Code modify the extent of involvement of
members of the CST. The activities of the CST will be modified as a result of the new
delinegtion of CST members duties. The impact of this change will not reduce CST members
workloads because of anticipated increasesin the specia education population in the digtrict.

Classified Student Placements

The didrict has taken measures to return out-of-didrict student placements by developing
programs in the didrict. The LGBR supports educating resdent students in gppropriate
programs in the least redrictive environment, in accordance with the sudents individud
educationd plans (IEP), preferably within home schoal didtricts.

The digtrict will have a class for classfied pre kindergarten (pre-k) students during the
1998-99 school year. The first class will be established to accommodate ten students
(maximum class size 11). Previoudy, the district rented classroom space at Hopewell
Elementary School to the Mercer County Special Services School for their half- day pre-K
program. Now that space will be used for the district’s own program. Placement of these
students in an out-of-district facility would cost at least $13,200 per student. Based upon
the digrict’s decison and action to bring these students back into the digtrict for the 1998-
99 school year, it will incur the expense for filling two positions, a part time teacher at
$20,000 and a part time aide at a cost of $6,000. An initial district expense of $5,000 will
cover the cost of setting up its program and obtaining materials and supplies. There will be
a minimal reduction in the cost of transportation because, according to each student’s
|.E.P, the same type of door to door bus service will have to be provided. However, the
distance to be traveled by each individual student will vary dightly from the present trip’s
mileage.

Cost Savings: $101,000

For the 1999-2000 school year, the district should attempt to establish two additional pre
kindergarten classrooms in which they would provide an appropriate educational program
to enable the return of 20 more classfied students, in accordance with therr IEP
specifications.

Cost Savings: $202,000
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The district needs to review and reassess the appropriateness of its current roster of out-of-
district placements (five additional students were placed for only a portion of the year due
to either transfer or termination). This assessment should be done with the intent of
establishing an appropriate classroom setting suitable to bring elementary school-aged
classfied students back into the district. If the district were to establish an appropriate
setting for these, eight students returned would enable the district to save on the average of
$15,000 per student based on 1997-98 tuition and expenses.

Cost Savings: $120,000

The digtrict brought back three of its five hearing impaired students by hiring a teacher
who was dually certified, special education and hearing impaired.
Cost Savings: $35,000

The digtrict has prepared a series of charts setting forth a comparison of proposed and current
class types and Szes. These charts st forth the changes in the number of students that can be in
a paticular type of class and the staffing agppropriate to cover each class, in accordance with the
new regulations recently adopted by the State Board of Education. The new dignment of
teacher/aides dlows for the cost of the program, especidly if there are students placed who are
returned from the more costly out-of-district placements.

The State Legidature has designed a provision in the 1998-99 budget to enable districts to
apply for additional state aid for classified students who have a tuition cost in excess of
$40,000. The digrict’s roster of out-of-district placements indicates only two students in
this category for atotal of $88,620 (less $80,000 = savings of $8,620).

Cost Savings. $8,620

For the new school year, the district will have an occupational therapist to perform related
services rather than contract out for these services. The district has been contracting for
these services at an annual cost of $51,804. Hiring a therapist will cost about $44,000 plus
benefits. Asthe number of students to be served increases, the district will begin to realize
savings.

Total Special Education Savings: $446,620

DRIVER EDUCATION

The hedth education / athletic department conducts a driver education program which includes a
sophomore classsoom indruction section, that focuses on fundamentals and basc rues of driving
and an dective six hour behind the whed driving course for students who score at least 80 % on
the date test. There are five staff members certified to teach driver education. Vehicles used for
the behind the whed classes are leased from a locd deder on an eght-dollar per diem bass.
The cost for this rental from January to December 1997 was $2,920.

Students are charged a $220 fee for the behind the whed ingtruction plus $5 for a DMV learner’s
permit. This indruction is provided after school hours and during the summer. Didtrict records
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showed that 33 students participated during the 1997-98 year. Cods for fud and any services
charged are debited againgt the district maintenance / transportation accounts.

Recommendation:

It is recommended that a log of all such expenses from the driver education vehicles and
program be kept so that accurate records of the true and total expenses of the program can
be maintained, in order to access the total costs of driver education and whether it is self
sustaining.

CHILD CARE PROGRAM

The high school offers courses in childcare and development | and II. The classes run for three
consecutive periods and include both theories on child care and development stages as wel as
nursery experience. Children are provided with free care on a firs come, first served bass for
nine weeks each in the second and fourth marking periods.

Recommendation:

A nominal fee to cover program incidental costs of $5 per day for each child enrolled

should be charged.
Revenue Enhancement: $6,750
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IV. SHARED SERVICES

Tremendous potentid for cost savings and opeationd efficencies exigs through the
implementation of shared, cooperative services between locd government entities.  In every
review, Loca Government Budget Review drives to identify and quantify the exiding and
potentia  efficiencies available through collaboraive efforts of locd officids in sarvice ddivery
in an effot to highlight shared sarvices dready in place and opportunities for their
implementation.

From interviews with the three loca government mayors, al board members (veteran and newly
dected, totding 12), busness adminigraior and acting superintendent, principds and some
support staff on the topic, shared services seems to be a hit and miss propostion in HVRSD.
Board comments were that shared services is non exisent and that the district operates in
isolation. LGBR commends those efforts that do exist and those who pursue them. Much more
needs to be done in the invedigation of dl opportunities that are potentidly avalable through
this vauable means of cogt savings.

Aress that were reported that exist were noted in the Findings section of this report plus the
foIIowmg
Some purchasing through the West/Centra Cooperative (very little bulk purchasing due to
lack of storage space)
Hunterdon County Educationd Services Commisson for some specid education classes and
a shared substance abuse coordinator
Mercer County Office for specia education trangportation
Lawrence Twp. for a pre school handicapped class
Hedlthy Community Alliance to assist troubled youth
Incidental sharing, such as snow plowing, with municipa governments
Recrestion activities on shared fields and facilities

The three mayors were open to the concept of shared services with the schools and with each
other’smunicipdities. Areas proposed and willingness expressed included:
Expanding the exiging Hopewell Valey Recrestion Commisson on a proportiond cost
sharing basis
Interlocal Agreements for services such as police, fire and EMS (note that such agreements
exis between Hopewdl Borough and Township but that Pennington operates their own
departments)
Willingness to share public works facilities, gasoline purchasing, etc. with the schools
Willingness to barter services
Willingness to share dl recregtiond facilities, but this would require coordination (one
suggested a community services coordinator to work among the four entities)
Desreto sharelibraries
Willing to explore sharing personnel where feasible
Willing to pursue informal shared service exchanges and aress
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LGBR was very encouraged by the cooperative spirit exhibited by the municipd officids to
work with the school digtrict on areas of shared services and opportunities.

The didrict must make a concerted effort to reach out to community officids to pursue dl
opportunities of cooperative effort. Further, the board must make this, and the exploration of
possble cooperative efforts with neighboring school didricts and county organizations for
shared service and cost savings opportunities, atop priority.

The board is commended once again for its efforts in forming partnerships with the private

sector, busnesses and industry, the community foundation and parent groups and it is
recommended that an effort be made to reach out to an eager public sector.
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V. STATUTORY AND REGULATORY REFORM

The fourth and find section of the report, Statutory and Regulatory Reform, attempts to identify
those areas where exiding dtate regulations or statutory mandates are brought to the attention of
the LGBR review team by locd officids, which appear to have an adverse effect on efficient and
cost effective operations. It is common for locd officids to attribute high costs and increased
taxes to “state mandates” Each review team is charged with reporting those areas of concern in
this section in the report. The findings summarized below will be reviewed by the gppropriate
date agency for the purpose of initiating congtructive change at the state levd.

Certification Requirementsfor Specialty Professionals

New Jersey requires al specidty professonds and teachers to possess a valid teaching
cetificate and obtan one year of mentorship. This regulation impedes the didtrict’'s ability to
recruit and hire, otherwise qudified, specidty professonds. In recent years the didrict has
made a concerted effort to increase minority hiring through recruiting in other dates. When the
digtrict needed a new guidance counsdor, they recruited aprofessona from North Carolina who
possessed a doctorate in the field and numerous years of guidance experience. Because of the
regulations, the digtrict was unable to hire her. The didrict seeks to change the requirements or
to have areciprocity agreement with other states to accept their certificated personnd.

Certification Requirementsfor Athletic Coaches

NJDOE requires that coaches have a teachers certificate and one year of mentorship. The didtrict
may obtan a waver of this requirement by issuing a subditute teacher certificate providing
certain conditions are met. The digtrict would like exemptions to these regulations for part-time
coaches.

The digtrict outlined the following scenario.  When a didtrict needs to hire coaches, they need to
hire a cetified coach. Priority is given to in-didrict professond saff and then to qudified
adjunct persons outsde the didrict.  If they cannot find an applicant who meets the mandated
qudifications, they then find an individud who can be cetified as a subditute teacher. A
subgtitute certificate can only be issued when the district sends a fingerprint card, publication of
a vacancy notice for a teacher (coach), letter of judification by the digtrict and a letter of
qudification. They must then wait for gpprova of the certificate before they can hire.

The didtrict has experienced that most certificated teachers with mentorship will not gpply for
lower paying part-time coaching jobs. Removd of the requirements (note the digtrict has no
complaint regarding the fingerprinting requirement) will reduce the amount of time and
paperwork involved in obtaining part-time coaches and expedite the hiring process.

Bid Threshold for Computers

The digrict would like to see the bid threshold for purchase of computers and computer supply
purchasing diminated or raised. In a didrict that houses over 1,000 computers in its inventory,
the current bid threshold does not dlow for the stockpiling of parts through speciaty vendors or
ordering directly from the manufacturer. Stocking an inventory of parts would have to be
ordered on dtate contract or via the bid process. These processes do not offer the flexibility the
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digtrict needs to effect the bet prices and to take advantage of the discounts that mail order
provides. For example, the digtrict purchases hard drives up to 50 % beow retall prices from
one vendor and has purchased a large quantity of printer cartridges & 30 % below retall from
another.  Savings could have been greater if the didrict bought in bulk. By increasng the bid
leve for computer purchasing, the digtrict could increase savings.

Permit the Purchase of Used Computer Equipment

Hopewdl| Vdley's daff believes it could save an enormous amount of money through the
purchesing of used and/or refurbished equipment. Each time new technology comes on the
market, computer manufecturers stop making current technology. For example, when the
Pentium 200 chip was put into production, the industry stopped production of the earlier
generation Pentium 166 chip. Likewise, when the Pentium Pro Il chip appeared on the market,
manufacturers stopped making the Pentium 200 chip. If the didrict determines tha its lab of
Pentium 133 and 166 computers is more than sufficient to meet the needs of their program in
teaching word processng and spread sheet <kills usng the latest software on the market, why
then must they be forced to replace a computer with the latest and more expensive technology
when a used or refurbished one would serve the same purpose.  The didrict feds this is cosly
and wasteful, Snce the new computer’ s capability would never be used.

Impact Fees

Both school digrict and dected municipa officias expressed desire to see strong impact fee
legidation placed upon developers to provide, not only property, but funds toward the
condruction of new schools, when their large developments cause increased population requiring
additional schoolsto meet the growth.
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